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ABSTRACT

Considerable evidence from science and business practice suggests that a tremendous
amount of money and effort is spent by organizations on designing and delivering training
programs so that employees adopt and use their newly acquired skills and knowledge when they
return to their jobs. A large percentage of that money is often wasted due to missed opportunities
to create a conducive transfer climate for workers expected to change the way they work as an
outcome of training. The extensive literature on training transfer supports the existence of work
environment factors that influence the application of training. The focus of this study was to
explore the training transfer factors that were commonly found to be absent during technical
training at credit unions. The qualitative research design, consisting of semi-structured
interviews and focus groups conducted with credit union leaders and staff members, provided an
in-depth view into the work environment surrounding their training events. The results from
rigorous data analysis revealed multiple absent training transfer factors which when analyzed
produced four emergent themes: climate, leadership, support, and financial incentive. The
themes represent the groups of factors missing within the work environment that act as enablers
of transfer when present; but when missing, these factors may inhibit or dilute the transfer of
knowledge. The results also suggest the presence of the overarching theme: leaders are in the
most influential position to control the presence or absence of the transfer factors. Therefore, the
contribution of this study to academia and practice posits the leader as the primary factor owning
the accountability of creating a work environment which promotes training transfer.
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CHAPTER ONE:
INTRODUCTION

Training transfer is the process that occurs when workers apply the knowledge and skills
learned in a training setting back on the job for which it was intended (Olsen, 1998). This
“transfer” process, which connects the training that a worker receives to his or her performance
of assigned tasks, is at risk 80-90% of the time (Kim, 2004). The literature indicates three major
categories of factors that influence training transfer: learner characteristics, training design and
delivery, and the work environment (Baldwin & Ford, 1988). Research reveals that the work
environment is a key category of training transfer factors that is commonly overlooked by
organizations (Cheng & Ho, 2001; Lancaster et al., 2013; Merriam & Leahy, 2005; Yamnill &
McLean, 2001). It has been emphasized in literature that organizational, supervisory, and peer
support contribute to the list of work environment factors, and when not present, are barriers to
successful training transfer (Cromwell & Kolb, 2004).
The mission of PSCU, a credit union service organization (CUSO) based in St.
Petersburg, FL, offering financial services through complex software application solutions to its
clients, referred to as owner credit unions, has a mission to deliver the best member (customer)
experience possible. Within PSCU is the Learning & Organizational Development (L&OD)
business unit, which is responsible for training credit union staff on the platforms, applications,
and processes that the credit unions transition during an implementation to PSCU’s services.
Paramount to a smooth and error-free experience is the learner’s internalization of the material.
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The transfer of the new knowledge, skills, and abilities from the training sessions to the job
within the work environment is key to the success of the implementation and transition to the
new platforms.
By researching training events in credit unions of varying size, collecting feedback from
credit union staff members, and analyzing data from PSCU’s issue tracking system, it can be
inferred that training transfer is successful in varying levels. However, before the L&OD
business unit can deliver training with a high degree of confidence that it will be effective, it
must have a thorough understanding of the factors that matter when determining the best
technical training program design and delivery methods that will result in effective training
transfer. This research will provide the knowledge of the factors commonly missing from the
credit union work environment in the context of the broader training transfer framework to fulfill
that understanding.
The Larger Issue
The challenges PSCU faces, as described above, are common not only among financial
services providers, but also among service providers in other industries that deliver training
support on technically complex platforms and applications. A tremendous amount of money and
effort is spent on designing and delivering training programs supporting the solutions to ensure
that the staff (the learners) understand and are able to use and adopt the new software
applications. Training Magazine’s 2019 Industry Report estimates that businesses in the United
States collectively spent $83 billion on training last year, some of which was used on retraining
those who were unable to apply the learning back on the job (Freifeld, 2019). Of the most
troublesome training-related issues for organizations is that learners often struggle with
transferring the new skills to their work environment, reducing the overall effectiveness of the
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training program, because of learners’ inability to accept and adopt the new technology. This
lack of internalizing the new procedures severely inhibits the overall success of the training
(Freifeld, 2019). According to the 2019 report, the training initiatives receiving the most focus
and resource allocation among organizations include increasing training program effectiveness
(Freifeld, 2019).
Theoretical Foundation
The present study on training transfer is theory-inspired because it leverages findings
from empirical research grounded in theories. Yamnill and McLean (2001) provide a
comprehensive examination of theories related to training transfer, by leveraging Holton’s
research (1996) on the factors affecting transfer-of-training model to frame the discussion into
the categories of motivation to transfer, transfer design, and transfer climate (Yamnill &
McLean, 2001). The theories associated with the transfer categories form the theoretical
foundation for the present research, where I consider expectancy theory, identical elements
theory, and organization theory, are described below.
In expectancy theory as related to motivation to transfer training, Vroom (1964) defined
expectancy as “a momentary belief concerning the likelihood that a particular act will precede a
particular outcome” (p. 17). According to Yamnill and McLean (2001), Vroom posited that job
performance is the result of the interaction between force and ability, with ability representing
the potential for performing a task. As early as 1901, Thorndike and Woodworth proposed an
identical elements theory which, according to Yamnill and McLean (2001) states that, “transfer
is improved by increasing the degree of correspondence among the training setting stimuli,
responses, and conditions and those related factors operative in the performance setting” (p.
201). According to Yamnill and McLean (2001), Kozlowski and Salas (1997) tied organization
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theory to the construct of transfer climate, reporting that organizational theory “enhances the
identification of tangible work environment attributes” (p. 204). Key work environment factors,
such as structure, reward systems, and decision autonomy were found to be important to training
transfer and should be considered as part of the training experience to increase the likelihood of
training effectiveness.
Key Research
The subject of training transfer has been studied for decades (Adams, 1987; Baldwin &
Ford, 1988; Cheng & Ho, 2001; Holton et al., 2000; Lancaster et al., 2013; Schneider, 1972;
Tracey & Tews, 2005). The year 1988 marked a significant milestone for research on the topic,
with Baldwin and Ford’s seminal review of research conducted up until that point in time. Since
then, the number of empirical studies has reached the hundreds, each building on the other,
testing new factors and exploring existing factors in different ways. In many cases, Baldwin and
Ford’s 1988 review has been used as a template for research. Highly recognized articles have
been published that have expanded the body of knowledge on training transfer. Training transfer
factors within the categories of trainee motivation, the design of the training materials and their
delivery, and conditions of transfer within the learner’s work environment (the transfer climate)
are described throughout the literature and in previous reviews of empirical research (Axtell et
al., 1997; Blume et al., 2010; Burke & Hutchins, 2007; Kopp, 2006; Merriam & Leahy, 2005).
Motivation for this Study
With consistently changing job environments and requirements, training transfer has
become a major concern (Broad & Newstrom, 1992). The work environment of the learner has
been found to contain factors that play a big part in training application. The training setting and
support of the organization by way of Human Resource (HR) systems, financial and non-
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monetary rewards, structure of the job (position), the support of senior leadership, the learner’s
immediate supervisor, and peers, and the presence of the appropriate technology and ample time
to practice learned skills are all factors that form what is referred to in this study as the transfer
climate (Campbell et al., 1970). The literature indicates that the training transfer climate is key to
application of the acquired skills on the job (Hatala & Fleming, 2007). Many researchers have
established the transfer climate as important as training itself (Rouiller & Goldstein, 1993). The
findings on training transfer by these researchers continue to hold true today as evidenced by the
ongoing studies, learning conference presentations, and breakout sessions on the subject
appearing on agendas; positioning it extremely well as a topic worthy of additional study for
organizations desiring to increase the effectiveness of their training programs.
Because of the high level of confidence that the PSCU L&OD leaders have in their
training program design and delivery methods, this research enters the problem space in practice
of understanding the factors that are absent within the learner’s work environment. The L&OD
business unit must not only train the credit union’s staff on the knowledge and skills they need to
acquire, it must also consult with them on how to provide a work environment that will prepare
and support their learners and be conducive to training transfer. An exploratory study using
qualitative research methods was conducted to collect and analyze data that might reveal factors
that were absent from the work environment and thereby inhibited the training transfer at the
credit union. The contribution will be the identification of training transfer factors found to be
absent from the learner’s work environment that, if implemented, may enhance the knowledgetransfer resulting from future training events. Another potential contribution will be
identification of the source of influence for ensuring the presence of training transfer factors.
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Practice inspires this research because of the ongoing challenges of delivering complex
technical training that sticks, in business settings and organizations across the globe. It is
anticipated that the findings could provide insights that verify or extend today’s vast body of
knowledge related to training transfer in a business environment for closed-skill training such as
software application training. It has the potential to extend knowledge within the corporate
technical training space and spark ideas for the creation of new artifacts which organizations
could find useful in making decisions on the design and delivery of technical training, while
enhancing the efficiency, effectiveness, and scale of training delivery. Furthermore, this research
may assist credit unions in understanding why, within their service-oriented industry, training
efforts can sometimes fall flat. This research may show how successful training outcomes result
from coordination with organizational culture . Lastly, this research could be used to create a
consulting package, much like those found in change management models, that organizations
could use to ensure the presence of work environment transfer factors that will lead to an
increase in training effectiveness and its associated benefits. This study is theory inspired
because it leverages findings from empirical research grounded in theory, such as expectancy
theory, identical elements theory, and organizational theory.
Research Question and Unit of Analysis
With the focus of this study on the training transfer factors within the learner’s work
environment in mind, the following research question informs this work.
RQ: What factors are commonly absent from the learner’s work environment which
inhibit training transfer?
The unit of analysis is the individual card operations teams at credit unions within
PSCU’s client base. The participants were recruited from the front/back-office workers (learners)
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who participated in the credit and debit card program software application training facilitated by
PSCU learning professionals, as well as a representative of their leadership team with direct
knowledge of the training experienced by the workers, the work environment, and training
outcomes.
Dissertation Structure
This study is presented in a traditional dissertation format. The first chapter, the
introduction, defines the problem space and positions the research study by briefly describing the
extent to which current literature covers the space and the challenges experienced in practice.
The research methods will also be stated followed by the expected contribution. Chapter two is a
systematic literature review. The literature review includes, but is not limited to, the
groundbreaking and contemporary research literature on the topic of training transfer, relevant
theories, and models and tools on the subject matter. Due to the extensive body of literature on
training transfer and its related factors, integrated and meta-analytical articles were heavily
leveraged in the performance of the literary research. Chapter three covers the research methods
employed during the study. In this chapter, the research question and research methodology are
presented. The qualitative approach, interview script, interviewee population, data collection,
transcription, coding, and analysis will be described in full detail. Comparisons and contrasts to
previous empirical research studies on the topic of training transfer are made where appropriate.
In chapter four, the results of the qualitative data collection are presented. The results from the
coding software are displayed and the subsequent analysis outlined. The discussion on the
results follows in chapter five. Here, the results are discussed, and a synthesis of the data
explored. Implications of the inferences are stated as pertaining to the credit union technical
training transfer problem space. Alignment with theory and findings in previous research are also
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discussed. The dissertation ends with chapter six that begins with a restatement of the intent of
the research, results, outcomes of the synthesis; it then covers the strengths and limitations of the
study, recommendations for future research; and it concludes and recommendations for future
research.
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CHAPTER TWO:
LITERATURE REVIEW

Introduction
Training transfer is a topic that spans widely across disciplines and practice areas.
Because the study of training transfer touches many theories, and includes variables that extend
far beyond the specific activity of the delivery of the content, the search for training transfer
information revealed papers, articles, and books within the disciplines of learning and
development, education, training, human resources, psychology, performance improvement,
management, and industrial and organizational behavior.
The Google Scholar search engine and a number of databases were utilized in the search
for relevant articles, such as SAGE Journals, Wiley Online Library, ERIC, Emerald Insight, and
JSTOR available through the University of South Florida’s online Library Services to locate
relevant publications and information. The searches resulted in books and published works from
journals across multiple disciplines that are cited in this paper: Human Resources Development
Review, Human Resources Development Quarterly, International Review of Industrial and
Organizational Psychology, Personnel Psychology, Psychological Science, Journal of Applied
Psychology, Cognition and Instruction, International Journal of Management Review, Journal of
Management, Performance Improvement Quarterly, International Journal of Training and
Development, and the Journal of Lifelong Learning.
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Keywords
The primary keywords used to explore the search engines and databases during the search
were: instructional variables, learner motivation, training outcomes, training transfer, training
effectiveness, learning transfer, learning theory, learner characteristics, learner psychology,
learning environment, literature review, integrated review, and meta-analytic review. In some
cases, exact titles of published works found within reference sections of articles and books were
used if they had the potential to be of highly informing quality.
Literature Review Process
A systematic approach was employed for the literature review phase of this study. First, a
spreadsheet was created to contain all the items that were to be identified as potentially useful in
the study. The spreadsheet contained columns that would be helpful in the process of conducting
the research and writing the sections of the dissertation, e.g. author, title, year, abstract/purpose,
as well as columns indicating which part of the study the literature would inform. I also looked at
limitations, implications for practice, research, theory, fully referenced citation, the number of
citations, database, and keywords and phrases used during the search. As literature was found
during the literature review phase of the study and throughout the research project as relevant
items were discovered, entries were made in the spreadsheet. Items entered into the spreadsheet
were uploaded into EndNote for citation. Electronic files of the items were downloaded, saved in
a directory on the researcher’s laptop, and linked to the references in EndNote software. Once I
reached the point where over 100 resources were collected, a more thorough review of the
articles was performed. To ensure the research for this study was starting from a well-informed
perspective, and that the study was going to be interesting and logical, and regarded as credible
by those who would read it, a natural starting point was the reviews of research previously
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conducted. These literature reviews summarized the seminal works on training transfer and
identified the researchers who performed the studies that are valuable sources of information on
the topic over time. The following approach was used to conduct the literature review to keep the
task of reading the items to a reasonable number. To begin, a short list of noteworthy researchers
was created from this process. The literature reviews also identified theories associated with
training transfer. Next, the focus was placed on learning about the seminal works of the
researchers who defined the space of training transfer to understand its origins. Third, the
relevant literature reviews, meta-analyses, and research studies from 1990 on were selected due
to their recency and relevance. Lastly, since the focus of this study is on the problem space of the
learner’s environment and its influence on training transfer, I was able to take from each of the
studies the knowledge and elements of the theories, scales, and models, to inform the shaping of
my research question, data collection methodology, analysis design, and discussion.
Since training transfer is a complex concept, it makes sense to structure this literature
review by first defining training transfer, then providing the necessary background on the
empirical studies conducted on the factors that influence it, and by composing a comprehensive
description of the work done within my targeted area of focus, which is within the learner’s work
environment.
Defining Training Transfer
The application of the knowledge, attitudes, or skills, once the worker is back on the job,
within what is referred to in this study as the learner’s work environment. is the concept known
as training transfer. “Training is defined as a planned learning experience designed to bring
about permanent change in an individual's knowledge, attitudes, or skills” (Campbell et al.,
1970). Training transfer has been defined in multiple ways, making a single definition difficult to
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pin down as it has changed over time due to the expansion of empirical research activity in the
field of study (Adams, 1987; Baldwin & Ford, 1988; Cheng & Hampson, 2008; Olson, 1998).
Originally, it was defined as “the extent to which learning of a response in one task or situation
influences the response in another task or situation” (Adams, 1987). However, one of the most
widely used definitions of training transfer is found in Baldwin and Ford’s (1988) seminal
review of empirical research. In that article, Baldwin and Ford defined training transfer as “the
application of knowledge, skills and attitudes learned from training on the job and subsequent
maintenance of them over a certain period of time.”
Additional definitions have contributed to the understanding of training transfer, such as:
“transfer outcomes are those attainments made by the trainees when they apply what they have
acquired in a training context back to the job, which can benefit both the trainees and the
worker” (Cheng & Ho, 2001). Researchers have also posited that training transfer consists “of
two major dimensions: (a) generalization—the extent to which the knowledge and skill acquired
in a learning setting are applied to different settings, people, and/or situations from those trained,
and (b) maintenance—the extent to which changes that result from a learning experience persist
over time” (Blume et al., 2010). Meanwhile, Broad and Newstrom (1992) identified training
transfer as a “transfer partnership” between the trainee, the trainer, and the manager. For
purposes of this study, a version adapted from a blend of Baldwin and Ford’s (1988) and Olsen’s
(1998) studies will be used: Training transfer – the successful application of knowledge, skills,
and attitudes learned from training on the job for which it was intended. This new definition
describes the setting in which learnings from the training will be used (on the job), while stating
that it was successfully applied. The factors that influence the success of training transfer are
explored within the sections that follow.
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Key Literature
Research on training transfer has also spanned multiple academic disciplines and appears
in several related journals. In many cases, researchers have used Baldwin and Ford’s 1988
review as the foundation and a template for their research, which categorizes training transfer
factors by trainee inputs (learner characteristics, intervention design and delivery, work
environment), training outcomes, and conditions of transfer. As research reviews surfaced in the
journals, they validated past studies, introduced new and influential training transfer factors, and
pointed out gaps for future research. Training transfer models resulting from research were
introduced over time: the “Motivation To Improve Work through Learning” (MTIWL) model;
the “Learning Transfer System Inventory” (LTSI) (Holton III, 2000); and the “Global Training
Climate Scale” (GTCS) (Baldwin et al., 2000; Tracey & Tews, 2005). The models provided
checklists and scales used to measure the presence and effectiveness of transfer factors.
This literature selected for this study primarily focuses on well-recognized and highly
cited research and literature reviews and analyses of the many studies. A methodical examination
of research and literature reviews leads to the heart of this study; the factors commonly found
absent within the learner’s work environment that influence training transfer. Even within those
search parameters, it was important to keep the literature review to a manageable level for both
the researcher and reader: over 85 published works were reviewed. Table 1 represents a sample
of the prominent research articles examined thoroughly for their contributions toward the
identification and understanding of factors that influence training transfer; these had the most
impact on the shaping of this study. By listing the articles and individual studies in chronological
order, I illustrated the timing and order of previous well-cited and recognized literature reviews
on empirical studies relevant to the topic of training transfer. Table I thus indicates the year the
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article was published, the author(s), the motivation for the work, the citation, and the number of
times cited. It should be noted that this study also includes research articles outside of this list. A
complete list of all articles cited in this study is located in the References section of this
dissertation.
Table 1. Chronological Listing of Key Literature.
Year

Author

1972

Schneider, B.

1986

Noe, R. A.

1987

Adams, J. A.

1988

Baldwin, T. T. and Ford,
J. K.

1992

Broad, M. L., and
Newstrom, J. W.

1993

Garavaglia, P. L.

1993

Rouiller, J. Z., and
Goldstein, I. L.

1995

Cannon-Bowers, J. A.,
Salas, E.
Tannenbaum, S. I., and
Mathieu, J. E.

1996

Holton, E. F.

1997

Axtell, C., Maitlis, S.
and Yearta, S.

1997

Ford, J. K. and
Weissbein, D. A.

1997

Foxon, M. J.

1999
2000

Burke, L. A., and
Baldwin, T. T.
Holton, E. F., Bates, R.
A. and Ruona, W. E. A.

Motivation
Study to support organizational climate factors, such as
managerial support, that play a role in training effectiveness
through an extension of the thinking.
This analysis integrates important motivational and situational
factors from organizational behavior theory and research into a
model which describes how trainees' attributes and attitudes may
influence the effectiveness of training
Defined training transfer as “the extent to which learning of a
response in one task or situation influences the response in another
task or situation”.
Seminal research review article on training transfer to list and
critique empirical studies performed up until that time; it also
assesses the current state of research, identifies gaps, and suggests
future research.
Book designed to help managers, supervisors, and employees in
US organizations achieve full job performance by acquiring and
applying effective strategies to transfer the knowledge and skills
learned in training to the workplace.
Training & Development article that provides multiple ways to
measure training program effectiveness and strategies to avoid
bias in the process.
Study that explored the concept of organizational transfer climate
and its influence on the transfer of training to the job. The study
called for future investigation into the role organizational transfer
climate plays in training transfer.
Study advancing an understanding of an effective training system
design by investigating factors that may affect the success of
training significantly in terms of performance improvement in the
operational environment.
Study challenging Kirkpatrick’s four-level training evaluation
model. A model is proposed that looks at outcomes in a fresh way,
names factors that influence training results, and shows causal
relationships.
Study testing a Training Transfer Framework adapted from
Baldwin and Ford's 1988 study as a way to measure training
transfer against multiple influences at the one-month and one-year
post-training event marks.
Significant review on training transfer research conducted
between Baldwin and Ford’s 1988 seminal review and 1997. The
article provides an update from approximately 20 empirical
research studies published since 1988 and focuses on training
transfer research gaps concluded in that study.
Investigation on the influence of three variables on training
transfer (motivation to transfer, action planning as an intervention
designed to promote transfer, and perception of manager support),
highlighting the perception of manager support as one of the key
findings.
Study of relapse prevention (RP) interventions and implications of
the Service Climate in the training setting.
Study on the learning transfer system concept and construct
validation of the Learning Transfer System Inventory (LTSI).
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Citation
(Schneider, 1972)
cited 201 times
(Noe, 1986)
cited 1860 times
(Adams, 1987)
cited 1,061 times
(Baldwin & Ford, 1988)
cited 4,214 times
(Broad & Newstrom,
1992)
cited 1,176 times
(Garavaglia, 1993)
cited 244 times
(Rouiller & Goldstein,
1993)
cited 1,234 times
(Cannon-Bowers et al.,
1995)
cited 336 times

(Holton, 1996)
cited 1,541 times

(Axtell et al., 1997)
cited 492 times

(Ford & Weissbein, 1997)
cited 676 times

(Foxon, 1997)
cited 199 times
(Burke & Baldwin, 1999)
cited 401 times
(Holton et al., 2000)
cited 1,125 times

Table 1 (Continued)
Year

Author

2001

Cheng, E. W. L. and Ho,
D. C. K.

2001

Yamnill, S. and
McLean, G. N.

2002

Lim, D. H., and
Johnson, S.

2004

Alvarez, K., Salas, E.,
and Garofano, C. M.

2005

Merriam, S. B. and
Leahy, B.

2005

Tracey, J. B., and Tews,
M.J.

2006

Kopp, D.

2006

Paulin, M., Ferguson, R.
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frameworks used to describe three factors affecting transfer of
training: desire to change performance post-training, training
design that enables skills transfer, and organizational
environments supporting training transfer. The author grounded
theory to the factors.
Assessment of factors on training transfer from the perception of
trainees.
Reviewed 10 years of training effectiveness research. First article
of its kind to study evaluation and effectiveness relationships
using post-training attitudes. Integrates four prior evaluation
models.
Reviewed empirical research between 1990 and 2005 that covered
over 40 studies on training transfer. Their research focused on
three areas: participant characteristics, program content and
design, and work environment.
Examination of the construct validity of a training climate
measure for use in diagnostic and theory testing.
Exploration of training transfer accountability. Areas of focus
included trainee characteristics, the trainee’s supervisor’s
responsibilities, organizational climate, and organizational culture.
Study to determine how service climate is linked to organizational
commitment.
Integrated research literature review on training transfer on
previous rigorous research and seminal reviews to identify factors
influencing transfer.
Study conducted to create strategies to address impediments
within the training climate to increase the likelihood of successful
training transfer to the learner’s environment.
Comprehensive research review that breaks out the previous
research into time periods with similar themes: the seminal works
of the 1960s -1980s, the research-rich early 1990s, and the 2000s
which introduced new and integrative research approaches.
Research review covering 140 journal empirical research articles
on training transfer. The results from their review of research
highlight the entry of two new factors influencing training
transfer: (1) capacity to adapt and (2) the training transfer process
context.
Meta-analytic review of 89 empirical studies on the most recent
collection of training transfer factors. The research focuses on
predictors and moderators connected with the measure of training
transfer.
Study to explore the supervisor’s influence on training transfer
from the trainee’s perspective.
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The Training Transfer Framework
Researchers in the fields of learning and development, psychology, human resources, and
management brought a sharp increase in research of training transfer in the mid-to-late 1980s. In
Baldwin and Ford’s seminal research review in 1988, they state that a positive transfer of
training is one in which trainees effectively apply the knowledge, skills, and attitudes gained
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from training directly to the job (Newstrom, 1984; Wexley & Latham, 1991). Transfer of
training, therefore, is more than a function of updated learning achieved in a training event.
(Atkinson, 1972; Fleishman, 1953). For positive transfer to have occurred, learned behavior must
be generalized to the job context and maintained over a period of time on the job (Baldwin &
Ford, 1988). In their research, Baldwin and Ford created a training transfer framework. Blume et
al. (2010) concisely captured the essence of this training transfer framework in their study:
They organized their qualitative review around a model of training inputs (factors
within trainee characteristics, training design, and work environment), training
outputs (learning and retention - acquisition of knowledge and skills during training),
and conditions of transfer (generalization of knowledge and skills acquired in training
to the job and the maintenance of that learning over time on the job). Trainee
characteristics consist of factors such as ability, skill, motivation, and personality.
Training design factors include the training objectives and methods and the
incorporation of learning principles such as multiple training techniques and
opportunities for practice. Work environment factors include transfer climate, social
support from supervisors and peers, and the constraints on, or opportunities for,
performing learned behaviors on the job. (Blume et al., 2010, p. 4)
For purposes of the present study and dissertation, factors that were identified as
demonstrating a positive relationship with transfer outcomes in at least one study were of keen
interest and are recognized by their listing in Table 2. Detailed there are factors found to have
strong to moderate influence on training transfer in the categories of the trainee, training
intervention design, and work environment that were contributed by empirical studies, integrated
reviews, and meta-analyses. The factors were fitted to the table by the context from which they
were pulled. The table shows the relationships between the factors and where they sit in the
model, along with the researchers’ contributions. The factors in Table 2 are not listed by weight
or priority as the research reviews did not provide sufficient data to enable arranging them in an
order. However, order can be inferred by the natural and obvious sequence of events related to
designing and delivering a training program.
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Table 2. Factors Shown to Influence Training Transfer.
Category
Learner (Trainee)
Characteristics

Training
Intervention
Design and
Delivery

Work
Environment

●
●
●
●
●
●
●
●
●
●
●
●
●

Factors
Ability
Personality
Motivation
Cognitive ability
Self-efficacy
Pretraining motivation
Anxiety
Openness to experience
Career Planning
Organizational commitment
Self-efficacy
Motivation
Motivation to transfer

●
●

Locus of control
Self-efficacy

●

Motivational

●
●
●
●
●
●
●
●
●
●
●
●
●
●
●
●
●
●
●
●
●
●
●
●
●
●
●
●
●
●
●
●
●
●
●

Pre-training motivation
Pre-training self-efficacy
Motivation
Experience
Cognitive ability
Age
Motivation
Attitudes
Capacity to adapt
Motivation of trainee
Principles of learning
Training design,
Training content
Learning Goals
Content relevance
Practice & feedback
Behavioral modeling
Error-based examples
Transfer design
Learning
Training Performance
Mastery orientation
Manipulations
Learning principles
High difficulty
Post-training interventions
Post-training self-efficacy
Learner-inclusive design
Transfer design
Relevance
Learning outcomes (objectives)
Transfer climate
Supervisor support
Peer Support
Constraints from opportunities
to perform learned behavior on
job
Transfer climate
Support
Opportunity to perform

●
●
●

Sub-factors

References
(Baldwin & Ford, 1988)

(Burke & Hutchins, 2007)

(Axtell, 1997)
●
●
●
●

Intervention fulfillment
Learning Outcomes
Job attitudes
Expected Utilities

(Yamnill & McLean, 2001)

(Cheng & Ho, 2001)

●
●
●

Organizational commitment
Reaction to training
Post-training interventions

(Cheng & Ho, 2001)

(Cheng & Ho, 2001)
(Alvarez et al., 2004)

(Kopp, 2006)
(Baldwin et al., 2009)
(Blume, Ford et al., 2010)
(Baldwin & Ford, 1988)

(Burke & Hutchins, 2007)

●

Near- and far-transfer

(Yamnill & McLean, 2001)
(Cheng & Ho, 2001)
(Alvarez et al., 2004)

(Merriam & Leahy, 2005)
(Axtell, 1997)
(Blume, Ford et al. 2010)
(Baldwin & Ford, 1988)

(Ford & Weissbein, 1997)
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Table 2 (Continued)
Category
●

Factors
Transfer climate

●

Transfer climate

●
●
●
●
●
●
●
●
●

Transfer climate
Supervisor support
Peer support
Opportunity to perform
Supportive transfer climate
Management Support
Autonomy
Support
Supervisor support behaviors

●
●
●
●

●

Organization support
Continuous-learning culture
Organizational Climate
Organizational Culture
Relapse-prevention
programming
Organizational-level

●

Individual-level

●
●
●

●

People-related

Value placed on the course
Positive role model
Encourages and sponsors new
initiatives
Involves subordinates in decisionmaking

(Merriam & Leahy, 2005)
(Lancaster et al., 2013)

(Cheng & Ho, 2001)
(Kopp, 2006)
(Kopp, 2006)
●
●
●
●

●
Work-related

(Kopp, 2006)

(Blume et al., 2010)
(Axtell et al., 1997)

●

●

References
(Yamnill & McLean, 2001)

(Burke & Hutchins, 2007)

●
●
●
●
●
●

Sub-factors
Preparation for training
Preparation for change/change
management
Support for using new skills
Support (coordinated by trainer,
provided by supervisor

●
●
●
●
●
●

Organizational commitment
Learning associated with goals
Supportive, open climate
Supervisor discussions to use new
skills
Supervisor involvement or
familiarization with training
Supervisor provides positive
feedback
Budget for training
Interdepartmental
communications
Ability to learn by trial and error
Access to subject matter experts
(SMEs)
Investment in technology
Senior leader sponsorship

(Lim & Johnson, 2002)

(Lim & Johnson, 2002)

(Lim & Johnson, 2002)

(Lim & Johnson, 2002)

Transfer Factors Within the Work Environment
With the research question pointed at the absence of training transfer factors within the
learner’s work environment, this section emphasizes research that contributed to an
understanding within this category. The factors were divided into the sub-categories of
managerial support, job support, organizational support, and transfer climate. This is important
because these sub-categories informed the creation of the interview and focus group scripts
employed for data collection (see Appendices D and E in the Appendix).
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Managerial Support
Managerial support is a crucial factor in effective training transfer. The learner’s direct
supervisor should provide the opportunity to attend the training; s/he should set expectations and
motivations for performance after the training; s/he should give recognition; and s/he should
provide encouragement for independent and creative thinking. Ford and Weissbein (1997)
showed that that the work environment contained three factors that influence training transfer:
transfer climate, support, and opportunity to perform. “Transfer climate” refers to the presence of
factors that enable the application of training within the work environment. “Support” refers to
the actions and attitudes of the trainee’s supervisor: supporting the learner’s efforts is key for
successful transfer of knowledge. “Opportunity to perform” is the space provided by the trainee’s
leader to use the new skills and knowledge on the job. Cheng and Ho (2001) supported that idea
by reporting a key finding regarding the influence that immediate supervisors have on the
application of the new skills before and after the training event. Kopp’s (2006) research
expanded on those findings, underscoring the trainee’s supervisor’s responsibilities to create pretraining motivation and allow for relapse-prevention training events to enable successful training
transfer.
Lancaster et al. (2013) reported results that isolated supervisor behaviors before, during,
and after the training events suggesting that the following behaviors had the most positive
influence: motivating, encouraging and setting expectations; practical support provided during
the course; and meetings held after the course (Lancaster et al., 2013). They also emphasized,
“transfer was maximized when participants experienced a positive role model and when
supervisors showed interest in their experience of the course, encouraged and sponsored new
initiatives, and involved them in decision-making” (Lancaster et al., 2013, p. 6).
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Job Support
Job support is characterized in several ways. The first is the job structure and the nature
of the interactions and influences it creates to encourage the employee to gain information about
ways to perform work more effectively. The second aspect of job support is how job assignments
are aligned with strengths and skills and development of skills. The third point of “job support”
refers to how the organization values learning new ways to perform work, and the shared beliefs
that continuous learning is important to job performance.
Yamnill and McClean (2001) found that structure, reward systems, and decision
autonomy should be part an important part of the training experience for training application to
occur. In Lim and Johnson’s (2002) research, the issues found to influence training transfer
surfaced in the categories of work-related and people-related factors. Work-related components
included: budget for training, coordination between departments, and ability to learn by trial and
error. The people-related issues included access to subject matter experts, investment in new
technology, and senior-leader sponsorship (Lim & Johnson, 2002). Merriam and Leahy (2005)
reported that providing a supportive work environment stood out as a critical element to increase
the potential for training transfer.
Organizational Support
Organizational support is characterized by the presence of a performance system within
the organization, one that ties financial and other incentivizing rewards to the use of newly
learned knowledge and skills. This system also should offer availability of resources for the
employees to acquire new knowledge and skills. Finally, such a performance system in the
organization should offer the presence and active use of recognition programs based on new
knowledge and skill application.
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Kopp’s findings (2006) implored organizations to build metrics into the performance
appraisal system to add incentive to the trainer’s goal-setting and overall performance related to
creating and facilitating their training programs. Baldwin et al. (2009) explained training transfer
as an organizational episode involving a combination of factors, including how organizations
reward and recognize training and the context within which the training is positioned. Also, the
organization should study the impact of training cohorts and their leadership support, and the
role of change management. Lim and Johnson’s 2002 study on the perceptions of trainees
regarding the factors that influence training transfer yielded substantial findings about factors
within the work environment. The factors the researchers reported were split into two categories.
The first category, organizational factors, included organizational commitment, learning goals,
and a supportive/open climate. The second category, individual-level environmental factors,
included three elements that stood out as influential to training transfer: supervisor discussions
on using the new skills, supervisor involvement or familiarization with the training, and
supervisors offering positive feedback.
Transfer Climate
Schneider (1990) defined climate as “the shared perceptions of employees concerning the
practices, procedures, and behaviors that get rewarded and supported in a work setting.”
Researchers have since contributed various forms of “climate.” In their research on analyzing the
construct validity of the General Training Climate Scale (GTCS), Tracey and Tews (2005)
supported the case for the influence of the training climate on transfer. Research by Hatala and
Fleming (2007) found that transfer climate is critical to the trainees’ ability to apply the new
knowledge, skills, behaviors, and attitudes obtained in training, when they return to their work
sites. The authors found that energy can be spent to address, prior to training, any impediments
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likely to inhibit the application of the newly learned skills back on the job. The literature reveals
that a transfer climate is as important as the training itself (Rouiller & Goldstein, 1993).
The Shaping of a Study
The literature refers to training transfer theoretically as occurring when prior knowledge
and skills affect the way new knowledge and skills are learned and applied (Hatala & Fleming,
2007). Peer-reviewed, academic research articles contributed toward a long list of factors that
have been shown to influence training transfer within the learners’ organizations, in many cases
referring to climate in the learner’s work environment as the transfer climate, as shown above.
“Transferring new knowledge and skills back to the workplace requires a commitment not only
from the employee but also from the organization. Transfer of trained tasks back to the
workplace goes far beyond the quality of the training program and the delivery method and is in
large part dependent on the transfer climate of an organization” (Campbell, 1988; Hatala &
Fleming, 2007).
The influence of work environment factors on training transfer cannot be ignored. A
supportive climate within the work environment, i.e., one in which reinforcement and feedback
from managers and coworkers are offered, is more likely to result in transfer of skills from the
training setting to the work setting; that is, trainees are more likely to use the skills acquired in
the training program on the job (Campbell et al., 1970). In Holton et al. (2000) study, he
reported, “Organizations wishing to enhance the return on investment from training investments
must understand all the factors that affect transfer of learning, and then intervene to improve
factors inhibiting transfer…” (p. 334).
The strong evidence from literature that the work environment contains factors that play a
key role in the successful transfer of training positions this study well. As stated earlier in the
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introduction of this dissertation, the L&OD business unit at PSCU is confident in the design and
facilitation of its training programs. The absence of factors found to be influential in training
transfer at PSCU’s credit union client sites where training is conducted is worth investigating in
an effort to explain why there are times when training is reported as unsuccessful and/or the
training team is asked to re-engage with the client to retrain the employees until they are able to
perform the new skills adequately. Within the credit union industry’s service-oriented culture of
people helping people, one would expect that it could, by extension, have the potential to present
a highly-conducive work environment perhaps with unique intensity levels of, or combinations
of, training transfer factors. This study aimed to find out which training transfer factors are
absent from the worker’s environment.
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CHAPTER THREE:
RESEARCH METHODS

Study Design
The primary objective for this research was to answer the single research question of
identifying the factors that influence training transfer within the learner’s environment found to
be absent before, after, or during the training event from the subjects’ perspectives. The study
employed qualitative research methods and included two forms of data collection: (1) one-time,
semi-structured interviews with leaders from credit unions and (2) one-time, semi-structured
focus groups with front/back-office workers at the same credit unions who took place in the
PSCU-led learning events using the guided emergence format. The factors within the learner’s
environment discovered during the literature review that were found to influence training transfer
formed the basis for the construction of the data collection instruments (Baldwin & Ford, 1988;
Cheng & Ho, 2001; Ford & Weissbein, 1997; Kopp, 2006; Lancaster et al., 2013; Lim &
Johnson, 2002; Tracey & Tews, 2005). The interview and focus group participants were
recruited from a number of credit unions to participate in data collection. And a manual coding
process and an adapted thematic analysis were employed to make sense of the data collected
during the interviews and focus groups. The details of the aforementioned elements are provided
in the sections that follow.
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IRB Exemption
A research protocol appropriate for the chosen qualitative methodology and study design
was created. A University of South Florida (USF) Institution Review Board (IRB) Research
Compliance Administrator reviewed the application and determined the study met the criteria for
exemption from IRB review. A copy of the IRB exemption certificate appears in the appendix as
Appendix A.
Sample
Inherent in the design of a qualitative study of this nature is the goal of being able to
generalize the conclusions from the analysis of the data across a broader population, which, in
this study, are the learners from credit unions that serve PSCU’s clientele. To accomplish that
objective, a convenience sample of credit unions was selected for the interview and focus groups
based on the recency of the conversion-project training event dates. PSCU’s credit union clients
are divided into three segments based on asset size: Strategic, Key, and Core, from large to
small. Credit unions from each of PSCU’s three client segments were represented in the sample
of the organizations from which the interviews and focus groups were conducted. The intention
of including representation from each segment was to identify any differences between the
absence of transfer factors based on organizational size. To further maximize the potential for the
richness of the data collected, the credit unions targeted for this research were selected using
recommendations from PSCU’s Credit Union (CU) Learning department which conducts all
training for PSCU clients, and the PSCU Account Management business unit. Credit union
selections were made based on their experiences with the credit unions and their perceived
likelihood of the credit unions to participate with candor and transparency. Calls were made to
the credit union contacts provided to gauge interest in the study. Following USF’s IRB
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requirements, each credit union interested and willing to participate in the study was asked to
provide a letter of support expressing authorization to conduct the study with their employees.
When designing the study, it was estimated that between four and six credit unions would
be needed to gather adequate data to reach the point of content saturation. The credit union card
program operations teams from which the subjects were selected experienced both a mix of
positive and negative training transfer results. This design was intentional to detect in the
analysis phase if patterns existed among the presence or absence of transfer factors. Credit
unions with positive training transfer results were characterized by reporting a positive training
experience through evaluations, surveys, and feedback; also, they had not requested retraining of
the same workers within 30 days of the original training event. Credit unions with negative
training transfer results were characterized by reporting a less than optimal training experience
through at least one of the following methods: evaluations, surveys, and feedback; through
requesting retraining within 30 days of the original training date; through escalating training
related concerns through PSCU’s ticketing system or informal communication channels; and
through complaints to PSCU leadership.
The participants at the credit unions were chosen using specific selection criteria. The
interview and focus group criteria ensured that the participants had first-hand experience as
either a leader at the credit union (for the interviews) or as employees at the credit union who
participated in the training program (for the focus groups), and who thus were qualified to
provide responses expected to yield meaningful data. There were no restrictions for participation
eligibility based on gender, ethnicity, or race.
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One-Time Interview Subject Selection Criteria. The identification and recruitment of
the leaders at the credit unions that would eventually participate in the interview process and
provide potential focus-group participants were very important steps because the willingness and
commitment of the leaders greatly influenced the overall commitment of the credit union
employees to participate. Basically, the credit union could not be included in the study without
the participation of a leader. Their participation in the interviews and their role as the conduit to
the subjects that would participate in the focus groups was critical. One leader from each of the
credit unions based on recommendations from CU Learning managers was selected to participate
in interviews separately from the focus groups of workers. The leaders were required to have
first-hand knowledge of the workers’ experience who participated in the PSCU credit and/or
debit card program software application training at the credit union locations facilitated by PSCU
learning professionals between January 1, 2019, and July 31, 2020. The recency of the learning
experience ensured the quality and richness of the data collected. The interview subjects were
also required to have been employed by the credit union as leaders during the credit union’s
transition to PSCU’s credit and/or debit card platform(s) and the associated training event.
One-Time Focus Group Subject Selection Criteria. Once a leader was identified at a
credit union, a pool of front/back-office workers (employees) was obtained from the leader as
potential participants for the focus groups. Depending on the size of the credit union and the
availability of the workers, up to six (6) potential participants were randomly selected and
recruited from the pool of candidates from each credit union to be recruited for the focus groups.
The potential focus group participants were required to have been employed by the credit union
and must have received the credit and/or debit card system training during the credit union’s
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transition to PSCU’s platform(s) facilitated by PSCU learning professionals between January 1,
2019, and July 31, 2020.
Participant Recruitment
The signed letters of support obtained from the credit unions provided the authorization
to contact and recruit potential participants. Appropriate care was taken to ensure that the leaders
(one-time interview subjects) and the front/back-office worker employees (one-time focus group
subjects) did not feel any coercion to participate in the study during the recruitment process. The
measures taken extended to the verbal consent script by specifying that their decision to
participate would not affect their job status, employment record, employee evaluations, or
advancement opportunities. Participants were afforded opportunities to ask questions about the
study at any time and were assured they were free to remove themselves from the study at any
time without retaliation from their manager or the researcher.
The leaders were contacted via a recruitment email describing the study and inquiring
about their interest to participate in the study. The credit union leaders agreeing to participate in
the interviews were asked to identify a pool of front/back-office workers (employees) from
which individuals were randomly selected as potential candidates to participate in the focus
groups based on the inclusion criteria. A recruitment email was then sent to the randomly
selected workers describing the study and inquiring about their interest to participate in the
study. Copies of the interview and focus group recruitment email templates appear in the
Appendix as Appendices B and C.
Data Collection Instruments
The two forms of data collection employed in this study were one-time interviews and
one-time focus groups. The interviews and focus groups were designed in a semi-structured
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format. Commonly found in qualitative research, this guided format allowed for building rapport
with the participants, enabled effective analysis from the use of consistent interview questions,
and allowed for probing, which sometimes leads to unexpected discoveries (Silverman, 2015).
The questions created for the interview and focus group scripts primarily addressed the
factors of interest found within the learner’s work environment. These surfaced as major themes
described in the literature-review process: managerial support, job support, organizational
support, service climate, and organizational commitment. The questions addressing each factor
were followed by a series of additional sub-sets of questions that were used to probe deeper,
depending on the subjects’ responses. Creation of the questions was also influenced by the
researcher’s personal observations of previous training events at the credit unions, and the
knowledge of barriers to training transfer commonly encountered by the CU Learning training
facilitators. The questions in the interview and focus group scripts addressed the same factors
and shared much of the same wording. However, they differ slightly to reflect the occupational
roles of the intended targets. Copies of the interview and focus group scripts appear in the
Appendix as Appendix D and E.
Two leading questions were added as questions 1 and 2 in the scripts: they inquired about
(1) the training setting and (2) the level of application of the training as perceived by the
subjects. Their purpose was to provide the ability for the researcher to ground the codes
(experiences) to positive or negative experiences and provide contextual data about the setting of
the events that could add color or give more meaning to the responses made by the participants
as axial coding was performed and themes were developed. It also aided the memo writing
process.
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Data Collection Process
The overall data collection process was conducted in July and August of 2020. The
expected time commitments were 45 minutes for the one-time interviews and 60 minutes for the
one-time focus groups. The detailed procedures for each method are described here.
Data Collection Method 1: One-Time Interviews
The interviews were conducted online using the Cisco Webex Web collaboration
software platform. Originally designed to be conducted in person at the credit union location, the
credit union leaders were interviewed remotely from their homes due to work and social
restrictions placed on employees during the COVID-19 pandemic situation, which drove an
online work environment. The interview participants were offered the choice to be interviewed
during or outside of normal business hours to avoid potential interference with their higher-thanusual production tempo. To ensure the interviews flowed effectively and captured the desired
data, the interview script and questions were tested internally with PSCU learning professionals
for feedback and refinement prior to executing them. The steps below were followed for the
interviews.
To begin the process, a letter of support was obtained from each credit union, on their
letterhead. The letters authorized participation in the study. Once permission was granted by the
credit unions, the research protocol, associated study files, and copies of the letters of support
were submitted to the USF IRB, which granted an exemption from IRB review.
With the IRB exemption granted and a list of credit unions from which to recruit subjects,
recruitment emails were sent to the potential one-time interview participants identified by the
PSCU CU Learning department or Account Management leadership. These emails asked if the
recipient had an interest in participating in the study; and, after positive replies were received
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from the potential one-time interview participants expressing interest in the study, the subjects
were contacted by phone to describe the study, the process it would follow, and the logistical
details. Interviews were scheduled during those conversations. At that time, they were also asked
to identify up to six (6) potential focus group participants at their credit unions based on the
focus group selection criteria.
The interviews were conducted online via the Cisco Webex platform. Ideally, the
interview participants were in a private location at their place of employment or in their at-home
office, free from distractions and ambient noise that could reduce the quality of the recording.
Before the questioning, verbal informed consent was obtained (a copy of the consent script is
provided in the Appendix as Appendix F). The Cisco Webex platform, audio equipment, and
software were tested in a close-to-real life setting prior to conducting the interviews. In the last
step of the process, the interview audio recording was downloaded from the recording device,
then uploaded to the online transcription service Rev.com. The resulting transcriptions were
reviewed and cleaned up to fix acronyms and other words that were misinterpreted.
Data Collection Method 2: One-Time Focus Groups
The process for the focus groups was similar to the interviews but slightly different. The
sample population for the focus groups was randomly selected and recruited from the pool of the
credit union front/back-office workers (employees) provided by the credit union leadership who
participated in the credit and/or debit card program software application training facilitated by
PSCU learning professionals. Recruitment emails (a copy appears in the Appendix as Appendix
C) were sent to the potential focus group participants at the credit unions identified by the leaders
to ask if they had an interest in participating in the study.
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After replies from the potential candidates were received expressing interest, the
participants were contacted by phone to describe the study, the process it would follow, and the
logistical details. As with the interviews, the focus groups were scheduled through email and
conducted online via the Cisco Webex platform. Verbal informed consent was obtained, and the
focus groups were recorded. The focus group recordings were processed similar to the interview
files for transcription.
Confidentiality
In the process of planning the study, measures were put in place to protect the privacy of
the credit unions and participants. The audio recordings, transcriptions, coding, and related
information were kept confidential to protect participant identity by keeping identifying
information in separate files. Recordings and transcriptions were linked to identifying data via a
pseudonym naming convention such as the example below for the interview participants. A
similar table was prepared for the focus group participants. The linking information and
identifying information were stored in a password protected file.
Table 3. Listing of Interviews.
Interview Transcript #
I1
I2
I3
I4

Credit Union Name
<Credit Union Name>
<Credit Union Name>
<Credit Union Name>

Subject
<Subject Name>
<Subject Name>
<Subject Name>

<Credit Union Name>

<Subject Name>

The measures taken also included stating in the verbal consent script that their decision to
participate would not affect their job status, employment record, employee evaluations, or
advancement opportunities.
Data Analysis
After studying qualitative analysis methodologies with a focus on open and axial coding
systems and Thematic Analysis (TA), the conclusion was reached that the most effective analysis
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method for this study would need to be a uniquely adapted model for coding and analyzing the
information (Braun & Clarke, 2006; Boyatzis, 1998; Creswell & Poth, 2016; Saldaña, 2015). The
journey experienced in the search and eventual creation of the analysis methodology for this
study was similar to what Blair expressed in his article, which compared open coding and
template coding methodologies for fit (Blair, 2015). Blair (2015) described experimentation with
the template coding (derived from theory) and open coding (an inductive method) approaches,
and the merits of both. He recognized that the findings in the literature and in his personal
experiences influenced his coding equally, which made adopting only one model feel one-sided
and insufficient. That discovery led him to the creation of a system representing a combination of
the two, shown in the steps below.
1. The researcher scrutinizes the text and lists codes as they appear using 'open
coding.
2. Axial coding is then used to categorize the initial codes into key codes
3. These key codes are then scrutinized in relation to the researcher's personal
paradigm/perspective
4. A final coding template is then used on this reflection
Taking cues from Blair and the realization that the method to be used would need to
follow the inductive, interpretive approach, an adapted model was created to fit the study. As in
Braun and Clarke’s (2006) process where the initial codes are derived from the literature, the
initial categories of items used in the interview and focus group scripts served in the creation of
an organizational starting point from which the codes were created and refined using an
inductive approach. A pre-coding process step was performed which consisted of carefully
reading the transcripts, highlighting key words and phrases, and taking notes. From there, a top-
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down approach to open coding was conducted to pull the important and key thoughts from the
pages as they were encountered. The initial codes were later sorted using a ‘second cycle
method’ of coding sense-making activity called axial coding which involved the comparison,
reorganization, and categorization of the initial codes through studying them closely (Saldaña,
2015). The final step in the process was the creation of themes, which “captures something
important about the data in relation to the research question and represents some level of
patterned response or meaning within the data set” (Braun & Clarke, 2006). The following
diagram illustrates the thematic coding process created for this study to analyze the data and
codes aligned with the research question, which was the guiding concern of the study.

Organizing
1
Pre-coding
2
Open Coding

3
Axial Coding
4
Theme-ing
5

Figure 1. Adapted Coding System.
Step 1 – Organizing
The primary questions from the interview and focus group scripts were used to create
initial classifications of the codes that would initially be created in the open coding step: training
setting; training application; managerial support; job support; organizational support; service
climate; organizational commitment; improvement opportunities; and additional thoughts. These
classifications served the sole purpose of providing order to the expected high number of codes
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from the first pass to make the overall process manageable. These are not to be confused with
using a pre-defined or prior-research driven code template; they should be interpreted merely as
an organizational starting point from which to iterate and refine codes (Boyatzis, 1998).
The second step was to prepare the transcripts for coding. The researcher’s name was
changed to Interviewer, and the participants’ names were changed to Subject throughout the
transcript documents. In the case of multiple participants as in the focus groups, the identifiers
Subject A, Subject B, and so on, replaced the participants’ names. To make room for coding and
facilitate ease in note taking, a margin was created on the right side of each page. And each
transcript MS Word document file was saved with a naming convention that masked the credit
union’s proper name, such as “I1 transcript – coding version”, which stands for the coding
version of the transcript for the first interview. Lastly, each transcript was printed, three-hole
punched, and inserted into a binder to complete the preparations.
Step 2 – Pre-Coding
Pre-coding was critical as it is where the search for the “codable moment” worthy of
attention began (Boyatzis, 1998). During pre-coding, the transcripts were read twice; once for
refreshing the memory of the interview or focus group since time had elapsed between the live
sessions and the analysis, and a second time to identify points of interest by highlighting words
and phrases which later led to codes (Saldaña, 2015). Quotes were also annotated within the
transcripts and captured for later use to support findings. In the widened, right-hand margin,
notes were made to capture thoughts about potential codes and connections made by drawing
lines and callouts to connect information and ideas. Once the pre-coding step was completed,
open coding was able to start.
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Step 3 – Open Coding
Open coding was employed as the appropriate next step in the process because the
analysis was being performed on conversations between the researcher and the subjects, where
the subjects weren’t asked to describe their thought detailed processes, but were merely to
answer questions about an event and its associated environmental factors (Strauss & Corbin,
1990). A top-down approach served as the logical way to group and organize the codes based on
the primary questions from the data collection scripts. The classifications listed in the previous
Organizing section that were a mirror image of the questions asked of the subjects (training
setting, training application, managerial support, job support, organizational support, service
climate, organizational commitment, improvement opportunities, additional thoughts) were used
as the main headings under which the codes would be listed. The initial codes were derived from
the annotations within the marked-up transcripts on a second pass, by focusing on the
highlighted text and the notes and drawings in the margin.
The codes were transcribed from the transcription documents onto individual 3x5 index
cards. Annotations were made on each card with descriptive elements, which included the code
along with other identifying data. The annotations aided in the axial coding process of arranging
similar codes across the predetermined classifications into new categories. The also proved
helpful while performing the theming process that followed, by providing necessary context
associated with the codes when exploring relationships in the data and searching for connections
and patterns. An additional benefit of the annotations was encountered when the cards were
returned to their original order for record-keeping by easing that task by removing a level of
guess work. The code cards were initially arranged by order of their classifications.
Approximately 180 code cards were created in the process.
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In the final stage of open coding the information on the index cards was entered into a
spreadsheet. Each card was entered under its relative primary-question heading in the Groupings
column, and within the follow-up questions or into a miscellaneous positive or negative response
bucket. Descriptive data, such as counts of yes and no responses, the credit union identifier
(indicating asset size and transcript), and other notes were entered into the Data column. The
Open-Coding Results worksheet appears in the Appendix as Appendix G.
Step 4 – Axial Coding
Axial coding is considered a second cycle coding method (Saldaña, 2015). In axial
coding, additional passes were made using the cards and the open-coding MS Excel worksheet.
The index cards were re-organized using a process known as cutting and sorting (Ryan &
Bernard, 2003). The same was performed within the worksheet which facilitated easy
manipulation of the codes and an additional way to explore the data. Since the focus of the
research question was on training transfer factors found to be absent from the workers’
environment, the emphasis was placed on identifying the factors that received low positive and
high negative responses for the factors being present, along with unexpected responses.
Similar factors were grouped using a bottom-up approach while looking across the
classifications of factors. The factors within the newly formed groups were examined for
similarities and differences to consider their true focus, and for refinement and relabeling of the
groups to properly represent their meaning. Memos were captured throughout the process as a
way to internalize the information and memorialize the sense-making to demonstrate rigor in the
research, explain the choices that were made, and the reasons for avoiding certain directions.
This also informed the synthesizing of themes in the final step in the analysis process. Table 4
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below, shows the groups derived from the initial codes in the axial coding process under their
primary question classification groupings (shown in each column).
Table 4. Initial Axial Coding Results.
Manager Support
Emotional Support

Job Support
<no emergent
categories>

Encouragement
Peer Support
Team Environment
Attended Training
(Modeling the Way)
Diversity

Organizational Support
Financial Performance
Rewards
Financial Incentives
Change Management

Service Climate
Sense of Service
Inconsistent

Organizational Commitment
Learning Commitment

The factors were transcribed onto fresh index cards and scattered. New patterns emerged
and the cards were divided into new groups based on frequencies and relationships in the data.
Memos were also made to support the new groupings. Table 5 contains the resulting grouping
and factor structure.
Table 5. Factor Regrouping.
Group 1
Learning Commitment
Diversity
Sense of Service

Group 2
Encouragement
Change Management

Group 3
Emotional Support
Peer Support
Team Environment

Group 4
Financial Performance Rewards
Financial Incentives

Step 5 – Theme-ing
The axial coding step produced four groups of factors; collections of codes that revolved
around central ideas, labeled as Group 1 through 4, displayed in the lower portion of Table 6,
below. From there, the last step in the data analysis process was launched – theme-ing. The
definition of a theme used for this study was “an implicit topic that organizes a group of
repeating ideas” (Auerbach & Silverstein, 2003). During theme-ing, the groups of factors were
synthesized into themes and relabeled to relay their meaning (Table 6): climate, leadership,
support, and financial incentives. In the Results chapter, the individual themes are described and
are formed into an over-arching theme aligned with the research question that connects them and
tells a specific story (Saldaña, 2015).
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Table 6. Emergent Themes.
Themes
Climate

Leadership

Support

Financial Incentives

Axial Coding Groups
Group 1

Group 2

Group 3

Group 4

Learning Commitment

Encouragement

Emotional Support

Financial Performance Rewards

Diversity

Change Management

Peer Support

Financial Incentives

Sense of Service

Team Environment
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CHAPTER FOUR:
FINDINGS

The recruiting process produced interview and focus-group participants from four credit
unions. Representation from each PSCU credit union client segment was achieved. Interviews
were conducted with leaders from each of the four credit unions. Two focus groups (one each)
were conducted with the first two credit unions. Table 7 displays the characteristics of the sample
credit unions and their participation. For reasons of protecting the anonymity of the participants,
some data elements are not displayed.
Table 7. Sample Detail.
Credit Union
1
2
3
4

Segment
Core
Key
Key
Strategic

Interview
Yes
Yes
Yes
Yes

Focus Group
Yes
Yes
No
No

The thematic analysis resulted in the emergence of four major themes: climate,
leadership, support, and financial incentives. Each theme is described below, preceded by
findings from the first two questions in the interview and focus-group scripts, which focused on
the training setting and the perceived success of the application of the training by the workers,
thereby providing useful contextual data for the analysis. The reported findings focus on the
factors that were found to be absent in the worker’s environment--factors that have been shown
to influence the success of training transfer, which is aligned with the research question.
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Contextual Findings
Analysis of the data produced from the interviews and focus groups showed that the size
and structure of the organization (credit union), as well as the setting in which the training took
place, had no apparent effect on the presence or absence of the transfer factors. The four credit
unions in the sample were founded between 61 and 85 years ago, making them relatively mature
organizations, which ruled out organizational age as a variable in determining whether or not a
credit union’s work environment included all of the factors that support training transfer.
Training Setting
The training setting question was asked to understand the general climate and physical
environment in which the training events took place. The responses provided the context within
which the training was experienced, to enable rigorous and thoughtful analysis. The participants
were asked to describe the setting before, during, and after the training event. Emphasis was
placed on the events leading up to the training (e.g., communications, scheduling), the location
of the workers during the training sessions, (e.g., at the credit union or off-site), if they were
alone or with others during the training sessions, and if technical difficulties were experienced.
Analysis of the training setting questions revealed that for all of the credit unions
participating, the workers received communications leading up to the training event for the
asynchronous e-learning modules to be completed as prerequisites and the live training sessions
to attend, and that they were notified in advance of the face-to-face (F2F) and virtual instructorled training (vILT) sessions. The COVID-19 pandemic had a major impact on the training
delivery modality by driving an unusually high number of vILT sessions. All credit unions
responded that their workers attended the training on-site at the credit union branches. One of the
credit unions added that some individuals participated in the vILT sessions from their homes due
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to restrictions for coming into the office. The findings also showed that despite the prevalent
vILT environment, no technical difficulties were experienced by the workers during the training,
outside of the occasional difficulties typically associated with online learning. Results also
showed that the real-time assistance provided by the PSCU trainers in the days following the
training session was very helpful in reinforcing the learned information.
Training Application
Training application was defined for the study as the ability of the workers to take the
information learned during the training and apply it to their roles in the performance of their
tasks. Comparisons of the training setting and training application results revealed that the
training modality (i.e., F2F or vILT) and location of training (i.e., on-site in a group setting or
individually at the office workstation or from their home office) did not have significant impact
on training application.
Responses that were positive in nature showed three of the four credit unions responded
that the application of training was successful when the trainer displayed confidence and
competence with the subject matter. However, credit unions also reported that the training was
too ‘high level,’ was at times was too complex, and was not role specific: One Leader noted that
“If they were in a setting with cross functional folks, a mix of different roles, then the training
could at times tend to be higher level” (Credit Union Leader, Interview 2, p. 3).
Additionally, data from all four credit unions revealed that the amount of information covered in
the training program was too much, given the timeframe to learn it and time to practice the new
skills prior to the implementation of the new systems. Some of the responses were specific:
“What they struggled with was the sheer volume of the things that they had to learn and
know” (Credit Union Leader, Interview 4, p. 5).
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“I think the proximity of the actual training to the conversion, they didn’t have any time
to practice this stuff… they didn’t have any time to really digest it, and understand it, and
know how to apply it. It was like you were trained on your whole job in five days”
(Credit Union Leader, Interview 4, p. 6).
“Because I felt like with the trainings, we were talking about having it all be in a week. It
was a lot to take in at one point” (Credit Union Leader, Interview 1, p. 7).
Themes
The four themes that emerged from the analysis were climate, leadership, support, and
financial incentives. The themes represent overarching groups of factors found to be absent from
the worker’s environment. Each theme is described below. Supporting quotes from the
interviews and focus groups are included. Explanations of how each is related to the literature
and is compared to practice, along with further exploration of the topics, is presented in the
Discussion chapter that follows.
Climate
Three factors that took shape during axial coding were related to the first theme of
climate: learning commitment, diversity, and sense of service. Although not in their original
default groupings by primary interview and focus-group questions, they were later regrouped and
combined to form the climate theme because they are characteristics that can be used to describe
an organization’s conditions, or climate.
Learning commitment was a surprise finding as one of the factors that support the climate
theme. Credit unions reported a commitment to training as one aspect of commitment growing or
present within their organizations:
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“…and the more you train, the easier your job is. The more you know, the easier it is to
do” (Credit Union Leader, Interview 3, pp. 13-14).
Diversity is the second factor under the climate theme. As with learning commitment, it
also represents a factor that was not explicitly sought in the data collection efforts. Diversity is a
hot topic in today’s business environment with promises of higher levels of innovation, higher
revenues, and better overall company performance when included as part of culture. The results
showed that one credit union included diversity in their response regarding the organization’s
multi-cultural and team-oriented environment. The popular nature of diversity and the mention
of it by only one credit union, makes it worthy of exploration.
Sense of service surfaced in the analysis as a factor requiring more defining and
socialization within two credit unions. Although the remaining two credit unions participating in
the study reported a strong service climate that drives their employees’ levels of customer service
and motivates them to learn to ensure accurate and prompt responses to requests, it is important
to point out that 50% of credit unions in the study are trying to figure out what service means to
them as an organization:
“We’re trying to decide what quality member service looks like for us” (Credit Union
Leader, Interview 2, p. 7).
“I would say we have an inconsistent sense of service to our members” (Credit Union
Leader, Interview 4, p.11).
Leadership
The findings supported the second theme: leadership. Leadership, in the context of this
study, is comprised of encouragement and change management. Leadership emerged as a theme
because the two underpinning categories found to be at low levels surrounding the training
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events are the responsibilities of leaders in organizations. Leaders have a direct impact on how
the workers accept, adopt and perform newly learned skills.
The results revealed that encouragement from leaders was significantly lacking. Only one
credit union reported that the manager encouraged their employees to work through issues as
they learned and began to use the new platforms. This created a behavior on the team where they
sought answers from outside the organization instead of first taking ownership of issues and
attempting to figure out resolutions themselves.
Leadership also plays a major role in how changes are implemented. Changes are
effectively led through leaders expressing, modeling, and reinforcing the new processes and
practices expected of their workers. When leaders model the way for the workers by setting the
example, they establish expectations of how the changes will be implemented; they demonstrate
that they are accepting of the new way; and they create space for their workers to adopt and
practice the new skills. When change management is not practiced, the new program is at risk.
Results showed that one credit union (25%) reported that change management was practiced in
their organization; however, it was not done very well. One participating credit union (25%) did
report that the manager attended the training with the workers, effectively modeling acceptance
and adoption of the change; but others disagreed:
“Managers don’t have a good enough grasp on it, … they don’t tend to check for
understanding, nor can they recognize accuracy” (Credit Union Leader, Interview 4, p.
14).
“Managers aren’t close enough to the work to assist” (Credit Union Workers, Focus
Group 2).
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Not attending the training led to the inability of the managers in three credit unions (75%)
to fully support their workers through training reinforcement, check for quality, and answering
questions.
Support
Support emerged as a theme from three factors in the data. emotional support, peer
support, and team environment were combined to form the concept of the existence of a
supportive environment for workers. With only one credit union (25%) reporting that managers
either provided direct emotional support or encouraged team members (peers) to provide
emotional and technical support to each other through peer support, it demonstrates the absence
of elements of a supportive workplace, which created a gap in capability of providing a
supportive environment for the workers.
“We really focused on when they were feeling frustrated and overwhelmed. It was like
one on one, let’s work through this problem so that we’re okay.”
“Peers provided emotional support when dealing with frustrated callers and when
overwhelmed” (Credit Union Leader, Interview 4, p. 8).
Financial Incentives
Results also supported financial incentives as a major theme, representing the last group
of factor categories found to be absent from the worker’s environment. Results showed an
absence of formal financial performance incentives and other financial incentives tied to learning
or obtaining certifications. When asked directly about the existence of financial incentives tied to
learning, the common response was negative:
“There’s nothing formal set up like that. No, sir” (Credit Union Leader, Interview 2, p.
6).
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Out of the four-credit-union sample, results from three (75%) were negative. Analysis of
the data showed that pay mechanisms did not exist to tie performance reviews for acquisition of
skills through training to financial rewards. And only one credit union (25%) reported a positive
connection between training and performance reviews but it did not indicate whether a financial
reward was included in the program. Results also showed that only one credit union (25%)
provided financial incentives tied to learning in the form of a tuition reimbursement program.
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CHAPTER FIVE:
DISCUSSION

Introduction
The analysis of the interviews and focus groups revealed the absence of training transfer
factors in the work environment for four credit unions of varying size during technical training
events. In doing that, it answered the single research question: What factors are commonly
absent from the learner’s work environment which inhibit training transfer? The factors were
grouped and reported as four emergent themes: climate included learning commitment, diversity,
and sense of service; leadership included encouragement, modeling the way, and change
management; support included emotional support, peer support, and team environment; and
financial incentives included financial performance incentives and financial incentives.
The factors that were discovered to be absent within each theme listed above were
identified in the literature as important influential elements of the training transfer work
environment (Blume et al., 2010; Lancaster et al., 2013; Lim & Johnson, 2002). This implies that
training transfer was not as successful as it could have been if the factors were present. An
important highlight within the results was that two factor categories, learning commitment and
diversity within the theme of climate, were unexpected findings. This chapter discusses each
theme and its relation to theory, literature, and practice.
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Theme 1: Climate
The data collected revealed three factors comprising the theme of climate that were found
to be absent at least 75% of the time within the sample. The factors were learning commitment,
diversity, and sense of service. The first two factors were unexpected findings. The presence of a
climate which enables training transfer is supported by organization theory. The training
effectiveness and application literature informs us that the construct of a climate conducive to
training transfer is referred to as a transfer climate (Yamnill & McLean, 2001). Rouiller and
Goldstein (1993) report transfer climate as a model comprised of multiple work environment
conditions: situational cues (goal cues, social cues, task cues, self-control cues), and consequence
cues (positive feedback, negative feedback, punishment, and no feedback). Learning
commitment, diversity, and sense of service align with the social cues dimension of the transfer
climate model. These cues are driven by conditions within the worker’s environment, and they
are influenced by organizational and management behaviors.
Learning commitment was the first unexpected finding during data analysis. While a
specific question was not asked during the interviews and focus groups related to learning
commitment, one participating credit union offered it as an element of the climate that they
perceived to have a positive influence on training transfer. That claim makes it an interesting
addition to factors that could influence transfer. These results tie well with previous studies. For
example, according to Lim and Johnson (2002), an organization’s commitment to training is the
most influential organizational-level, work-environment transfer factor. This has also been
observed in practice. Credit unions that PSCU has engaged with outside of the study that express
learning commitment by describing a robust internal training program and a dedication to
training have reported less training-related issues during their conversions to the new platforms.
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On the contrary, credit unions that have escalated concerns about training in the past, through
their assigned PSCU Account Executive or Service Executive, do not seem to have a mature
training program in place, possibly indicating a lack of learning commitment within the
organizations.
Diversity, also an unexpected finding, was the second factor under the climate theme.
Specifically, ethnic diversity within the workplace was the focus of their comments. As with
learning commitment, it also represents a category that was not explicitly sought during data
collection. However, it was expressed as a potential contributor to the success of training by the
participant by enabling an engaging, accepting, and cooperative climate:
“Our employees come from all over the world, and everybody works fabulously
together.”
“I’m very blessed to have been subjected to the diversity because you see what the world
can really be if people cooperate, and just accept people for who they are” (Credit Union
Leader, Interview 3, p. 7).
Diversity did not show up in the literature explored for this study, questioning its
significance as an influential factor with training transfer. However, that is not to say that it
should be counted out of the list. Future research with a focus on diversity may yield results that
support it as a training transfer factor.
Sense of service was the third factor that contributed to the creation of the climate theme.
The findings show that 50% of the participating credit unions reported that their organizations
were trying to figure out the meaning of service. The other 50% reported that a strong sense of
service within their organizations motivated their employees to learn how to provide the highest
quality customer service possible to their members. Results from a study of healthcare workers
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supports this statement from the credit union leaders. The development of skills and the ability to
perform skills to better serve patients were shown to be key measures within the organization
supporting their service climate. Willingness on the workers’ behalf to put in discretionary effort
to master their job so they were able to provide exceptional service demonstrates the impact of
organizational commitment, particularly in a service climate can have on training (Paulin et al.,
2006). The authors’ findings suggest that a sense of service is important to an organization’s
climate because it motivates workers to participate in training, positioning it as an antecedent to
training transfer. Additionally, research found in the literature reports motivation, development,
and application of new skills to perform work as factors influencing training transfer, which
further supports the connection between training and sense of service.
At PSCU, the sense of service is embedded within the organization’s promise to the
credit unions: we deliver. The project implementations, training, and service delivery business
units assess their deliverables, services rendered, and customer sentiment to measure the quality
of service provided to the credit unions. Voice of the Member Owner (VOMO), a survey
distributed to credit unions that measures drivers of overall satisfaction of PSCU services and
engagement with its clients, is reviewed quarterly, as is the loyalty matrix results. Opportunities
to improve sometimes include a training intervention, demonstrating a link between sense of
service and training transfer.
Overall, the results that contribute to the climate theme suggest the absence of key factors
that create a climate promoting training transfer. Advising leadership at the credit unions for
future training events of the importance of learning commitment, a sense of service, and diversity
could motivate them to assess their presence and consider actions to close gaps. The leaders at
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the credit union seem to be in the best position to control and/or influence the inclusion of these
factors.
Theme 2: Leadership
Leadership emerged as a theme during the analysis phase. The two factors supporting
leadership--encouragement and change management--were found to be at low levels before,
during, and after the training event within the four participating credit unions. Broad and
Newstrom (1992) identified the leader as a critical member in what they referred to as the
“transfer partnership” for the successful transfer of training to occur. The role of the leader has
been shown to be a critical factor training transfer in prominent research (Burke & Hutchins,
2007; Ford & Weissbein, 1997; Lancaster et al., 2013; Rouiller & Goldstein, 1993). Leaders
have a direct impact on how the workers accept, adopt, and perform newly learned skills.
Encouragement and change management practiced by leaders in training situations are just two
meaningful ways out of many that a leader can support training transfer. When they are not
practiced well or not at all, the likelihood of successful training transfer is at risk.
The leadership theme is supported by two of the three theories stated in the introduction
of this dissertation: expectancy theory and organization theory. Expectancy theory has been
shown to support encouragement. Lawler and Suttle found that the leadership behaviors of
complimenting, respecting, and rewarding employees provided encouragement to the workers,
thereby motivating them to perform their jobs (Lawler & Suttle, 1973). Training on newly
required skills is covered by those results, which supports training transfer. Organization theory
also applies to the Leadership theme. Rouiller and Goldstein’s (1993) training transfer model,
which is based on organizational theory, positions leaders as strong influencers of transfer
through their application of task, social, positive feedback, and consequences cues. Leadership
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behaviors and actions that provide encouragement, guidance, feedback, and support to workers
in relation to training events were found to matter most in the success of training transfer
(Rouiller & Goldstein, 1993).
The results revealed that encouragement from leaders related to the training the workers
received was significantly lacking from the work environment. Only one credit union, 25% of
the participating credit unions, reported that the manager encouraged their employees to work
through issues as they learned and began to use the new platforms. While the employees often
felt overwhelmed by the extent of changes brought on by the conversion to the new systems, and
they lacked confidence in being able to provide quality service to their customers while operating
within their performance metrics, it was the manager’s compassion and support, shown through
constant encouragement, that was instrumental in fostering a can-do attitude. This led to
confidence in themselves to perform the new skills, which is an antecedent to training transfer.
From the literature, it is clear that encouragement from leaders is an influential factor in
training transfer (Baldwin & Ford, 1988; Kopp, 2006). Lim and Johnson (2002) reported that
receiving positive feedback from the leader was one of the top three factors. Other research
shows a strong correlation between support from the leader and successful training transfer
(Cromwell & Kolb, 2004). More recent research shows that leaders (supervisors) who talked
with workers before training and after training about the content and how it would apply to their
jobs were considered to be encouraging, motivating the workers to apply their newly acquired
knowledge and skills (Lancaster et al., 2013). It is important to highlight that the credit union
reporting encouragement from the leader to the workers received the training from a PSCU
trainer on site at the credit union. The other credit unions in the study received their training in
the vILT modality during the pandemic. This may suggest that leaders must exert more effort in
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communicating with their staff members while operating in a remote environment. Overall, the
literature supports the study’s results; a leader’s encouragement could have increased the training
transfer, resulting in more effective training outcomes.
The importance of encouragement from leaders related to a training event also resonates
in practice. At PSCU, leaders attend Leader Fast Forward events that take the leader through a
high-level version of the content that their workers are scheduled to experience. The intent of the
session is to provide the leader with enough knowledge of the key objectives of the training to
enable them to encourage their workers to attend the training and apply the learned knowledge
and skills. When the leader has not been involved and engaged and does not encourage his/her
workers about the training, the transfer of learning is at risk.
Change management is the second factor making up the leadership theme. When asked
directly if change management was practiced at the credit unions, only one of the participating
credit unions reported that change management was practiced. The same credit union stated that
their organizational change management program was not very mature. An important discussion
point in Yamnill and McLean’s (2001) research demonstrates that a leader preparing their
worker’s for training-induced change and using their new skills through change management is
critical to training transfer.
In practice, the direct manager plays the lead role in change management, which has just
been discussed as being influential to training transfer. With 75% of the credit unions in the
study reporting that their leaders were unable to support the workers through training
reinforcement, checks for quality, and answering questions because they did not attend the
training and therefore did not have the new skills, this is an area worth developing for those
organizations. When leaders model the way for the workers by attending training and acquiring
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the knowledge and skills to assist them with the new tasks, they are enabling their workers and
shortening the change curve to full adoption of the new skills. In the absence of this occurring, as
reported by the credit unions, the new skills that are taught are not transferred to the work
environment if their adoption is not encouraged by the direct manager. One example is with
platform training at PSCU. Training was received on a new application layer that accomplished
the same transactions within a legacy system but in a better experience for the user. Because
proper change management was not practiced, some of the users who were trained on the new
application chose not to adopt the new way and continued to use the legacy interface. This type
of worker behavior caused by the absence of, or poor, change management, presents additional
problems for the organization which then must support multiple redundant platforms.
Literature and practice have provided strong supporting evidence of the importance of the
leader’s role in creating the work environment factors that foster training transfer. The results
suggest that there are factors to look for within the learner’s work environment that are the
responsibility of the leader. Leaders must recognize the value of the factors and the implications
that their absence might present. Encouraging workers and practicing change management is
recommended. Through encouraging their workers to attend training, use new skills, and work
through issues until they reach success, leaders create a climate where growth and new ways are
welcome. Through practicing change management, leaders set clear expectations, acknowledge
that dips in productivity and quality are inherent in change, and assist their workers through the
process of acceptance and adoption. Present day change management models, such as the
ADKAR organizational change management model address many of the work environment
training transfer factors. A change management model adapted to include the remaining factors
could be a way to increase the effectiveness of transfer.
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Theme 3: Support
The theme of support emerged from the factors of emotional support, peer support, and
team environment. Although at the foundation of the underlying factors are the actions of
leaders, highlighting these as a stand-alone theme serves to call attention to the single
participating credit union who reported that managers provided direct emotional support. When
asked to describe the nature of the managerial support provided, this sole credit union responded
that the managers helped their employees when the workers felt overwhelmed, both when they
were learning the large amount of new content and when they were applying their training back
on the job. The managers helped them work through issues to get back to the level of accuracy
and speed at which they were comfortable performing. Members of one other credit union said
their manager reported or encouraged team members (peers) to provide emotional and technical
support to each other through peer support.
As with the theme of climate, the research on transfer climate by Rouiller and Goldstein
(1993) applies the support factor. The social and positive feedback cues within the training
transfer model related to organization theory, and the authors emphasize the importance of
support from leadership, peers, and teams. Aligned with theory, the literature also takes a strong
position on the importance of support from supervisors and peers around and during training
events. It has been reported that the presence of leadership and peer support felt by workers are
some of the best predictors of successful training transfer (Rouiller & Goldstein, 1993). Results
from research conducted by Foxon (1997) show a strong correlation between perceived support
from leaders and training transfer, with a relationship of r=.36 and a p>.001. Furthermore,
research has concluded that the absence of support from leaders and peers is a barrier to training
transfer (Merriam & Leahy, 2005). With 75% of the participating credit unions reporting the
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absence of either emotional support from leaders or peer support, this suggests an unsupportive
workplace, which creates a gap in the effectiveness of training transfer.
In practice, also, the benefit of support from a leader and peers confirms that such support
is important to the success of training transfer. Roles at the credit unions and other types of
organizations require leaders who provide emotional support. In addition to leadership support,
practice has shown that workers require support from peers in the forms of technical and softskills assistance with tasks or with challenging customers. For a teller or call center
representative at a credit union, mistakes can cost the customer or the credit union monetary
losses and frustration. There are also times when emotional customers can add stress to a simple
transactional situation. Times such as those require technical and emotional support from both
leaders and peers.
The remaining factor under the support theme is team environment. Only one credit
union described a supportive team environment, the creation of which was attributed to the
worker’s leader, who received the training himself/herself. In that scenario, the manager created
a supportive team environment by setting the expectations that the workers would help each
other as assistance was needed when they applied the new skills to the jobs. While the idea of
providing a team environment seems like a duplicate of the peer-support factor discussed earlier,
it is highlighted as a unique factor category. Literature provides supporting research results for
the team environment as an important part of the transfer climate (Ford & Weissbein, 1997; Lim
& Johnson, 2002). Similar results can be seen in examples from practice. The learning
professionals who have facilitated past training sessions with credit unions have noticed that
when a supportive work environment is present (e.g., supervisor, peer, and team support), the
trainees often mention it during class. The trainers have sensed a level of relief and comfort in
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the workers who were trained, and this is attributed to the presence of a support structure, and to
the awareness that they are not in the situation alone. The positive, supportive work environment
creates what literature refers to as a transfer climate (Kopp, 2006).
Theory, the literature, and observations in practice all support the roles of emotional
support, peer support, and a team environment as factors that have an impact on training transfer.
From the discussion, it can be inferred that the leader, as with the first two themes, is in the most
influential position to ensure the factors exist within the work environment. It is up to leaders,
through their words and actions, to create a supportive climate, suitable to learning.
Theme 4: Financial Incentives
Research and practice results also supported the emergence of financial incentives as a
major theme, representing the last group of factor categories found to be absent from the
worker’s environment in the four credit unions under study. Findings revealed an absence of
formal financial performance incentives and other financial incentives tied to learning or
certifications at the credit unions surrounding the training event. As discovered during the
analyses resulting in the earlier findings, the age or size of the credit union did not seem to
matter in the results. Out of the four-credit union sample, results from three were negative when
asked about financial rewards and incentives. One credit union reported that training
accomplishments were included in their organization’s performance review process, but there
was no formal link to financial rewards for training. Results also showed that only one credit
union provided financial incentives tied to learning in the form of a tuition reimbursement
program. These low numbers could indicate that low importance is placed on learning
achievements at the participating credit unions, and that training is an expectation. They could
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also indicate a lack of available budget to allocate to human resource programs for training
purposes.
Organization theory applies to the Financial Incentives theme. The positive feedback
element of the Rouiller and Goldstein model implies that financial rewards for training play a
role in promoting training transfer (Rouiller & Goldstein, 1993). The literature on training
transfer reveals findings congruent with what one would expect. The interviewed participants
expressed that they felt that financial performance rewards and other incentives would have the
potential to increase training effectiveness. Lim and Johnson (2002) reported the results that
organizational-related factors such as the presence of goals oriented toward training have a
positive effect on training transfer. They also report that organizations that have a budget for
training could use some of that money to reward and recognize training accomplishment, which
would be an incentive to workers, and thereby have a positive effect on training transfer. This is
congruent with what has been observed in practice. Workers who receive tuition reimbursement
for courses they complete (and who achieve a pre-determined grade level) are more likely to take
courses then those who don’t have access to the same type of program. Training rewards tied to
performance goals, with financial rewards for achievements, have also been seen to motivate
employees to participate in training and apply the new skills back on the job. While
organizations must plan and budget for the inclusion of financial rewards for training incentives,
it is an area worth exploring for those who lack these programs.
Credit union leaders can play an active role in encouraging employees to participate in
tuition reimbursement and further their education or obtain professional certifications recognized
by their organization. Leaders have the opportunity to establish performance formal goals within
the performance management program for their employees. These goals are related to the
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application of training, by the workers demonstrating proficiency with new software or processes
on which they were trained. This practice would link financial reward with training transfer, and
it would provide an incentive for workers to apply their newly acquired knowledge and skills.
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CHAPTER SIX:
CONCLUSION

This research on factors that impact the effectiveness of training served to highlight
factors that promote effective training transfer yet were commonly absent within the learner’s
work environment. An exploratory study, which employed qualitative research methods, was
conducted to collect and analyze data that revealed the absence of positive training transfer
factors during the credit union training events under review. The unit of analysis was the
individual card-operations teams at credit unions within PSCU’s client base – the front/backoffice workers (learners) who participated in the credit and debit card program software
application training facilitated by PSCU learning professionals, as well as a representative of
their leadership team with direct knowledge of the training experienced by the workers, the work
environment, and training outcomes. A single research question guided the study: What factors
are commonly absent from the learner’s work environment which inhibit training transfer?
Thematic analysis of the data collected resulted in the emergence of four themes: climate,
leadership, support, and financial incentives. The themes represent natural groupings of factors
from the work environment category within the training transfer framework (Baldwin & Ford,
1988). The factors forming the themes, which are well-documented within literature as having
positive effects on the application of training, were commonly absent within the participating
credit unions during the training events. This was problematic, as the absence of transfer factors
has been shown to lessen the effectiveness of training, and in some cases act as barriers to
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successful application of learning (Cromwell & Kolb, 2004; Tracey & Tews, 2005; Lancaster et
al., 2013). This often results in retraining; delayed adoption of new systems, technology and
processes; and increased associated operational costs (Freifeld, 2019).
The theories positioned as relevant to training transfer were found to have differing
application among the resulting themes. All four themes: climate, leadership, support, and
financial incentives, were supported by organization theory and fit within the Rouiller and
Goldstein (1993) training transfer model. The leadership theme was also supported by
expectancy theory. Meanwhile, identical elements theory, although applicable to factors within
the broader training transfer framework outside of the work environment, was not found to
support the four emergent themes. Therefore, it lacks utility within the findings of this study.
However, two unexpected factors were found during the analysis phase: learning
commitment and diversity. Learning commitment has been documented as a factor that
influences training transfer (Lim & Johnson, 2002). However, it was not specifically sought out
in this study, and therefore was a surprise finding in this context. Diversity, as it relates to ethnic
diversity within an organization, was perceived by one participant as having a positive influence
on training transfer. Diversity does not show up in the literature reviewed for this study, which
could be a cause for future research. The remaining factors that surfaced during the analysis have
been substantiated in literature as factors within a training transfer framework that have a
positive influence on training transfer (Baldwin & Ford, 1988; Burke & Hutchins, 2007; Lim &
Johnson, 2002). Their references, along with the contribution of other prominent researchers on
training transfer, are presented in table 2 within the literature review. The findings of this study
aligned with the research in literature by revealing that the absence of the factors inhibits the full
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potential of the training program by impeding training transfer to some extent as reported by the
participants.
Study Strengths and Limitations
The primary strength of the study was the qualitative methods chosen. The semistructured interview and focus-group data collection method enabled the exploration of the
training transfer factors within the work environment to the level that would not have been
attainable through a survey. The design created the space to build rapport with the participants,
which promoted rich dialogue and responses consisting of complete thoughts and not simple,
binary answers. It also included a rigorous manual coding and thematic analysis process which
produced emergent themes, sometimes including unexpected findings. The ability to ask followup questions and to follow verbal cues also led to a deeper understanding of the participants’
perceptions and experiences. This was critical when seeking to uncover and isolate ideas for the
thematic analysis that came later in the process.
The coding and thematic analysis method adapted for the study was the second strength
of the study. The manual nature of the processes of highlighting and note-taking the transcripts,
creating and sorting the code index cards, and analyzing the data transcribed into the spreadsheet
allowed for a very effective, hands-on approach, leading to the emergence of the four themes.
The third strength of the study was the quantity and quality of the literature available. The
literature on training transfer spans decades and covers training transfer research specifically
focused on the work environment of the learner, which is the problem space of this study.
The sample size was the primary limitation in the study. With only four credit unions
participating in the study, the content saturation point which was expected to be reached from
interviews and focus groups with 15-20 credit unions, was not achieved. The COVID-19
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pandemic’s significant impact on the general business environment across the country placed
additional noteworthy limitations on the study. The second limitation was severe delays in
accessing the participants due to closure of the credit union corporate offices and branches, and
the shift from an in-person office setting to a virtual at-home work environment. A full month
was spent by most credit unions establishing the new workflows in the virtual business
environment. Most credit unions were unresponsive to invitations to participate in the study for
two to three months. The third limitation, also related to the pandemic and caused by the shift to
the virtual environment, was the shift in design of the interviews and focus groups from an onsite at the credit union format, to an online, web collaboration platform format. This removed the
personal nature of the interviews and focus groups and replaced it with a colder, impersonal
experience. Technical difficulties with the online interview and focus group format also
precluded the use of video, which removed the ability to receive non-verbal cues from the
participants during the engagements. The fourth limitation was the lack of access to the workers
to participate in the focus groups. Although leader interviews were conducted with each of the
four credit unions, access to workers from only two credit unions was obtained to conduct the
focus groups. This limited the ability to compare responses between the leader and the workers at
the same credit union, and it also contributed to the inability to achieve content saturation.
Measures were taken during the participant recruiting and data collection and analysis
processes to overcome the limitations, which allowed the study to yield meaningful and useful
findings. Early in the recruiting process, the number of credit unions responding with potential
interest in the study was low. To ensure the data would be gathered from all three credit union
segments, efforts were focused on recruiting credit unions that were likely to participate in each
segment. These efforts were successful. The limitation imposed on the data collection process by
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the inability to travel to the credit union sites for in-person interviews and focus groups was
mitigated by conducting virtual channels for data collection. While they were not in-person
conversations, the resulting high-quality audio recordings produced accurate transcriptions from
which the data were analyzed. The limitations, although possessing the potential to significantly
impact the study in a negative manner, were effectively addressed and caused minimal impact.
Recommendations for Future Research
This dissertation has alluded to ideas for future research within the results and discussion
chapters. The ideas, which could prove quite beneficial to the academic community and the
literature, are listed, and summarized here.
First and foremost, while the scientific community is leaning toward emphasizing the role
of the leader in training transfer as evidenced by a recent article (Hughes et al., 2018), the present
findings draw more attention to the leader as the overarching factor and support the need for
additional research. Future research should continue the exploration of the leader’s role in
creating a work environment optimal for training transfer. This research could further validate
the main finding of this study: that the leader is the most influential actor in creating a suitable
work environment for training transfer by ensuring the presence of training transfer factors.
Continuation of this qualitative study with a larger sample size would enable the achievement of
content saturation and increase the level of rigor through more careful analysis of the data. This
could further develop and validate the findings in this study by replicating the results or by
contributing new findings.
The second recommendation is to conduct a similar study in a post-pandemic
environment, where one may research training events that were conducted face-to-face on the
credit unions’ sites. An investigation could be performed to compare the findings with the
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present study on credit unions that conducted training in the virtual training environment. The
results would compare the importance of training transfer factors in face-to-face conversations
versus virtual training situations from a distance. Organizations could use the information to
create a work environment that would enable training transfer for the selected learning modality.
The third recommendation is to explore the linkage between service climate and training
transfer. The study could be designed to test the correlation between the presence of a service
climate and the motivation to learn to serve customers to the best possible extent. The results
would be helpful in understanding whether or not training transfer is inherent in service-oriented
organizations that value and support a service climate for their workforce.
The fourth recommendation is a study to examine the correlation of learning
commitment, sense of service, and diversity, i.e., using Rouiller and Goldstein’s (1993) transfer
climate model. A participant at one participating credit union in the present research offered
diversity as an element of the climate that s/he perceived to have a positive influence on training
transfer. That claim makes it an interesting potential addition to factors that could influence
transfer, and it warrants further exploration. Lim and Johnson (2002) reported results that an
organization’s commitment to training is the most influential organizational level work
environment transfer factor. Therefore, more research should be done in realistic settings such as
in the present study.
The fifth and final recommendation is a study to assess the impact on diversity of thought
and diversity in ethnicity on training transfer in the work environment. Diversity in the work
environment has not been studied as a factor within the literature on training transfer, presenting
a gap that should be explored. Future research is needed to confirm this novel finding.
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Implications for Practice
The overarching discovery from this research suggests the leader as the key controlling
element of the work environment. As such, the leader influences the training transfer factors that
are present (and absent) for the workers. If the findings presented in this dissertation can be
shown to hold up, then training practitioners should encourage leaders in their organizations and
the ones they serve to ensure the presence of the work environment transfer factors that are
frequently found to be absent. This will help ensure that investments in training will be realized
by effecting full training transfer. A recommendation to informing leaders about the training
transfer phenomenon and how to create a work environment conducive to training transfer is to
create a white paper or consulting package on the topic. The white paper could be offered to
training professionals and to leaders through multiple channels, such as the trade publications:
Harvard Business Review, HR Magazine, Training Magazine, and TD Magazine. Consulting
packages could be developed and delivered by firms specializing in organizational development,
training, and learning and development. Reaching the leader with this information is critical to
future advancement in the application of training.
The second recommendation for practice is to explore the adaption of the existing
organizational change management models, such as Prosci’s ADKAR change model and
Implementation Management Associates’ AIM change model, to include training transfer
factors. The adapted model(s) could emphasize the leader’s role to ensure the presence of a
transfer climate, and it could include factors found in the broader training transfer framework in
preparing the targets (workers) for the pending training and changes. Creation of an extended,
single model that fits the needs of change readiness and training transfer would simplify
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integration of the model into the project and avoid the potential resistance of organizations in
adopting an additional program to ensure change buy-in and stickiness.
The results of this study are congruent with the training transfer literature. They confirm
the importance of training transfer factors. They also confirm that organizations should ensure
the presence of the transfer factors within the learner’s work environment for the successful
application of training to occur. Furthermore, the results suggest measures leaders can take to
position their workers for success in upcoming training events. Publications within the practices
of human resources management, training and development, and management are available
today to leaders who present articles on how to maximize the results from their training budgets.
Leaders who consume that information learn why and how they can or should be ensuring these
factors are present in their work environments today. From the results, it seems that
organizations seem to arbitrarily pick the factors important to them, causing some that would
benefit the employee to be disregarded. Whether this is based on their leaders’ past experiences
or on the budgetary capabilities, or on the lack of a formal training program within the
organization, the decision to include or exclude factors is an unknown. It is therefore
recommended that leaders of training functions within organizations educate themselves more on
the topic of work environment transfer factors, and then sponsor the presence of them to increase
the effectiveness of their training events and programs.
Summary
In conclusion, this study explored the training transfer factors that were commonly found
to be absent during training. The results produced four emergent themes: climate, leadership,
support, and financial incentive. The themes represent the groups of factors missing within the
work environment surrounding training events, factors that act as enablers of transfer when
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present, and factors that, when missing, sometimes act as barriers to transfer. The overarching
theme and contribution of this study is that the leader is the primary factor and owns the ability
to influence the presence or absence of the transfer factors. From this conclusion,
recommendations were made for future research and practice which have the potential to extend
the literature and the knowledge base on training transfer. A deeper understanding could be an
effective enabler for leaders to provide a work environment that will prepare and support their
learners and also be conducive to training transfer. Benefits to business such as shortening the
change curve during the transition to new platforms, increasing the adoption speed of new
processes, decreasing expenses by reducing the need for re-training, and providing quality
service are potentially within reach. Practitioners should make every attempt to ensure the
presence of each of the factors in the learner’s work environment for training transfer to be
successful.
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APPENDIX B:
INTERVIEW RECRUITMENT EMAIL TEMPLATE

Email Template for Recruitment of Interview Subjects
Title: Elevating Training Effectiveness: Exploring the Factors in the Learner’s
Environment that Influence Training Transfer
Study # 001272
To: <leader’s email address>
Subject: Invitation to Participate in a Training Effectiveness Study
-----------------------------Hello <leader’s name>,
I am the SVP of Learning & Organizational Development at PSCU and oversee all training
related to conversions and startups, and regional and refresher courses that your credit union
receives from our CU Learning department, as well as all internal employee training and
development.
I am conducting a research study on training effectiveness for my doctoral dissertation project at
the University of South Florida. The title of the study is Elevating Training Effectiveness:
Exploring the Factors in the Learner’s Environment that Influence Training Transfer. The
study is designed to focus on identifying the factors that influence the ability of the staff
members who participated in training sessions to apply the new knowledge and skills to their
work.
I am the principal investigator (researcher) for the study, which will consist of one-on-one
interviews with a leader between the ages of 18 and 65 from up to six credit unions who were
employed by the credit union during the credit card conversion program and have knowledge of
the training experienced by the staff that participated in the training sessions. I will also conduct
a single focus group of up to 6 credit union staff members between the ages of 18 and 65 from
each of the same credit unions who participated in the credit card conversion training sessions.
The expected output of the study is a better understanding of the factors within the worker’s
(learner’s) environment that influence training transfer with the intent to assist your organization
and other credit unions in making future training events more effective by increasing the
successful application of the learning back on the job. Potential benefits to the participating
credit unions if the findings are put into place for future learning engagements include:
●
Elevated engagement
●
Accelerated time to subject matter proficiency
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●
●
●
●
●

Improved job performance
Reduction in retraining needed
Reduction in errors
Cost savings
Improved customer service

I would like to invite you to participate in the study, which is scheduled between July and August
of 2020. Having a voice in this process to identifying these critical training factors will help your
organization extract the most from the training your staff receives. The time commitment would
be minimal and limited to 45 minutes out of respect for your schedule.
Please respond to this email and indicate if you are interested. If you have any questions or
concerns, you can reach me by email (msummers@pscu.com) or cell phone (804-317-3144).
Warm Regards,
Michael Summers
SVP, Learning & OD
PSCU
Email: msummers@pscu.com
Office: 727-571-4616
Cell: 804-317-3144
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APPENDIX C:
FOCUS GROUP RECRUITMENT EMAIL TEMPLATE

Email Template for Recruitment of Focus Group Subjects
Title: Elevating Training Effectiveness: Exploring the Factors in the Learner’s
Environment that Influence Training Transfer
Study # 001272
To: <worker’s email address>
Subject: Invitation to Participate in a Training Effectiveness Study
-----------------------------Hello <worker’s name>,
I am the SVP of Learning & Organizational Development at PSCU and oversee all training
related to conversions and startups, and regional and refresher courses that your credit union
receives from our CU Learning department, as well as all internal employee training and
development.
I am conducting a research study on training effectiveness for my doctoral dissertation project at
the University of South Florida. The title of the study is Elevating Training Effectiveness:
Exploring the Factors in the Learner’s Environment that Influence Training Transfer. The
study is designed to focus on identifying the factors that influence the ability of the staff
members who participated in training sessions to apply the new knowledge and skills to their
work.
I am the principal investigator (researcher) for the study, which will consist of one-on-one
interviews with a leader between the ages of 18 and 65 from up to six credit unions who were
employed by the credit union during the credit card conversion program and have knowledge of
the training experienced by the staff that participated in the training sessions. The study will also
consist of focus groups of up to six credit union staff members between the ages of 18 and 65
from each of the same credit unions who participated in the credit card conversion training
sessions.
The expected output of the study is a better understanding of the factors within the worker’s
(learner’s) environment that influence training transfer with the intent to assist your organization
and other credit unions in making future training events more effective by increasing the
successful application of the learning back on the job. Potential benefits to the participating
credit unions if the findings are put into place for future learning engagements include:
●
Elevated engagement
●
Accelerated time to subject matter proficiency
●
Improved job performance
●
Reduction in retraining needed
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●
●
●

Reduction in errors
Cost savings
Improved customer service

I would like to invite you to participate in a focus group in the study, which is scheduled between
July and August of 2020. Having a voice in this process to identifying these critical training
factors will help your organization extract the most from the training your staff receives. The
time commitment would be minimal and limited to 60 minutes out of respect for your schedule.
Please respond to this email and indicate if you are interested. If you have any questions or
concerns, you can reach me by email (msummers@pscu.com) or cell phone (804-317-3144).
Warm Regards,
Michael Summers
SVP, Learning & OD
PSCU
Email: msummers@pscu.com
Office: 727-571-4616
Cell: 804-317-3144
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APPENDIX D:
INTERVIEW SCRIPT

The focus groups were semi-structured and followed a guided format. The questions under the
managerial support, job support, and organizational support headings were adapted from the
Global Training Climate Scale (Tracey & Tews, 2005).
1. Training Setting (TS) – A setting can be characterized by the general climate and
physical environment in which an event takes place. How would you describe the
setting in which the workers received the training before, during, and after the
conversion?
a. Were the participants on site or off site?
b. If they were on site, were they together in a room? Was there anyone else in
the room with them?
c. Were there technical difficulties during the training?
2. Training Application (TA) – How would you describe the ability of the workers to
take the information learned during the training and apply it to their roles in the
performance of their tasks?
Several factors have been studied that influence learners’ ability to perform tasks learned
during training. For this study, I have divided them into five categories. I will ask you to
describe how you believe each of the categories enabled the ability of the workers to
perform the tasks they learned during the training.

3. Managerial Support (MS) is characterized by given the opportunity to attend the
training, expectations, and motivations for performance after the training, recognition,
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encouragement for independent and creative thinking. Please describe the managerial
support your workers received related to training during the conversion.
a. In what ways would you describe how the workers were set up for success in
relation to training in support of the conversion?
b. Were the workers’ needs for personal and professional development matched
with opportunities to attend the training?
c. Was recognition and credit given to those who apply new knowledge and
skills to their work?
d. Was independent and innovative thinking encouraged with the workers?
e. Does top management expect high levels of performance at all times?
f. Does top management expect continuing technical excellence and
competence?

4. Job Support (JS) is characterized by encouragement to gain information about ways
to perform work more effectively, job assignments aligned with strengths and skills
and development, the organization valuing learning new ways to perform work, and
belief that continuous learning is important to job performance. Please describe the
job support that exists for your workers in their roles at the credit union.
a. Is gaining new information about ways to perform work more effectively
important in this credit union?
b. Are the workers’ job assignments designed to promote personal development?
c. Is learning new ways of performing work valued in this organization?
d. Do work assignments include opportunities to learn new techniques and
procedures for improving performance?
e. Is there a strong belief that continuous learning is important to successful job
performance?

5. Organizational Support (OS) is characterized by the presence of a performance
system that ties financial and other incentivizing rewards to the use of newly learned
knowledge and skills, employees having the resources to acquire new knowledge and
skills, and recognition programs based on new knowledge and skill application.
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Please describe the organizational support that you feel existed for your workers in
relation to the training.
a. Does a performance appraisal system exist that ties financial rewards to use of
newly acquired knowledge and skills?
b. Are employees provided with resources necessary to acquire and use new
knowledge and skills?
c. Do rewards and incentives exist for acquiring and using new knowledge and
skills in one’s job?
d. Is Organizational Change Management practiced when implementing new
applications and processes?
6. Service Climate (SC) is characterized by the “employees’ shared sense of the service
quality—focused policies, practices and procedures they experience and the service
quality emphasis they observe in behaviors that are rewarded, supported, and
expected.” (Schneider, White, & Paul, 1998). Please describe the climate at your
credit union as it relates to service, following this definition.
7. Organizational Commitment (OC) is characterized as influencing overall
organizational citizenship behaviors, customer-linked behaviors, and intentions by
the employees and customers to recommend the organization (Paulin et al, 2006).
Please describe the organizational commitment you believe your credit union
demonstrates following this definition.
8. Opportunities for Improvement (OI) – Thinking about the same categories we just
discussed, managerial support, job support and organizational support, service
climate, and organizational commitment, what were the opportunities for
improvement you feel would enhance the success of the training transfer?
9. Additional Thoughts (AT) – Is there anything we may have overlooked or didn’t
cover in our discussion here today?
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APPENDIX E:
FOCUS GROUP SCRIPT

The focus groups were semi-structured and followed a guided format. The questions under the
managerial support, job support, and organizational support headings were adapted from the
Global Training Climate Scale (Tracey & Tews, 2005).
1. Training Setting (TS) – A setting can be characterized by the general climate and
physical environment in which an event takes place. How would you describe the
setting in which you received the training before, during, and after the conversion?
a. Were you on site or off site?
b. If you were on site, were you together in a room? Was there anyone else in the
room with you?
c. Were there technical difficulties during the training?
2. Training Application (TA) – How would you describe your ability to take the
information learned during the training and apply it to your roles in the performance
of your tasks?
Several factors have been studied that influence learners’ ability to perform tasks learned
during training. For this study, I have divided them into five categories. I will ask you to
describe how you believe each of the categories enabled your ability to perform the tasks
you learned during the training.

3. Managerial Support (MS) is characterized by given the opportunity to attend the
training, expectations, and motivations for performance after the training, recognition,
encouragement for independent and creative thinking. Please describe the managerial
support you received related to training during the conversion.
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a. In what ways would you describe how you were set up for success in relation
to training in support of the conversion?
b. Were your needs for personal and professional development matched with
opportunities to attend the training?
c. Was recognition and credit given to those who applied new knowledge and
skills to their work?
d. Was independent and innovative thinking encouraged?
e. Does top management expect high levels of performance at all times?
f. Does top management expect continuing technical excellence and
competence?

4. Job Support (JS) is characterized by encouragement to gain information about ways
to perform work more effectively, job assignments aligned with strengths and skills
and development, the organization valuing learning new ways to perform work, and
belief that continuous learning is important to job performance. Please describe the
job support that exists for you in your roles at the credit union.
a. Is gaining new information about ways to perform work more effectively
important in this credit union?
b. Are job assignments designed to promote personal development?
c. Is learning new ways of performing work valued in this organization?
d. Do work assignments include opportunities to learn new techniques and
procedures for improving performance?
e. Is there a strong belief that continuous learning is important to successful job
performance?

5. Organizational Support (OS) is characterized by the presence of a performance
system that ties financial and other incentivizing rewards to the use of newly learned
knowledge and skills, employees having the resources to acquire new knowledge and
skills, and recognition programs based on new knowledge and skill application.
Please describe the organizational support that you feel existed for you in relation to
the training.
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a. Does a performance appraisal system exist that ties financial rewards to use of
newly acquired knowledge and skills?
b. Were you provided with resources necessary to acquire and use new
knowledge and skills?
c. Do rewards and incentives exist for acquiring and using new knowledge and
skills in one’s job (e.g., cross-training for another function)?
d. Is Organizational Change Management practiced when implementing new
applications and processes?
6. Service Climate (SC) is characterized by the “employees’ shared sense of the service
quality—focused policies, practices and procedures they experience and the service
quality emphasis they observe in behaviors that are rewarded, supported, and
expected.” (Schneider, White, and Paul, 1998). Please describe the climate at your
credit union as it relates to service, following this definition.
7. Organizational Commitment (OC) is characterized as influencing overall
organizational citizenship behaviors, customer-linked behaviors, and intentions by
the employees and customers to recommend the organization (Paulin et al, 2006).
Please describe the organizational commitment you believe your credit union
demonstrates following this definition.
8. Opportunities for Improvement (OI) – Thinking about the same categories we just
discussed, managerial support, job support and organizational support, service
climate, and organizational commitment, what were the opportunities for
improvement you feel would enhance the success of the training transfer?
9. Additional Thoughts (AT) – Is there anything we may have overlooked or didn’t
cover in our discussion here today?
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APPENDIX F:
VERBAL INFORMED CONSENT SCRIPT

Verbal Informed Consent
Information to Consider Before Taking Part in this Research Study
Title: Elevating Training Effectiveness: Exploring the Factors in the Learner’s
Environment that Influence Training Transfer
Study # 001272
Overview: You are being asked to take part in a research study. The information in this
document should help you to decide if you would like to participate. The sections in this
overview provide the basic information about the study.
Study Staff: This study is being led by Michael Summers who the SVP of Learning & OD at
PSCU and a Doctor of Business Administration candidate at the University of South Florida.
This person is called the Principal Investigator. Other approved research staff may act on
behalf of the Principal Investigator.
Study Details: This qualitative study, consisting of one-time interviews and one-time focus
groups, is being conducted virtually by Doctor of Business Administration program at the
University of South Florida, Muma College of Business. The purpose of the study is to
explore the factors within the learner’s environment that influence training transfer – the
ability of the learner to successfully apply newly acquired knowledge and skills back on the
job. The time commitment is 45 minutes for the one-time interviews and 60 minutes for the
one-time focus groups. minutes.
Participants: You are being asked to take part because you fit the profile of people targeted
by the study: One-time interview subjects are credit union leaders who are knowledgeable of
the training experienced by the staff members during the conversion; one-time focus group
subjects are employees staff members who participated in the conversion training.
Voluntary Participation: Your participation is voluntary. You do not have to participate and
may stop your participation at any time. There will be no penalties or loss of benefits or
opportunities if you do not participate or decide to stop once you start. Your decision to
participate will not affect your job status, employment record, employee evaluations, or
advancement opportunities.
Benefits, Compensation, and Risk: We do not know if you will receive any benefit from
your participation. There is no cost to participate. This research is considered minimal risk,
which means the study risks are the same as the risks you face in daily life.
Confidentiality: Even if we publish the findings from this study, we will keep your study
information private and confidential. Anyone with the authority to look at your records must
keep them confidential. Your information collected as part of the research, even if identifiers
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are removed, will NOT be used or distributed for future research studies. Please be advised
that although the researchers will take every precaution to maintain confidentiality of the
data, the nature of focus groups prevents the researchers from guaranteeing confidentiality.
The researchers would like to remind you to respect the privacy of your fellow participants
and not repeat what is said in the focus group to others.

If you have any questions, concerns or complaints about this study, call Michael Summers at
(804) 317-3144. If you have questions about your rights, complaints, or issues as a person taking
part in this study, call the USF IRB at (813) 974-5638 or contact the IRB by email at RSCHIRB@usf.edu.
Would you like to participate in this study? Yes/No (Verbal)
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APPENDIX G:
OPEN CODING RESULTS

Table 1A. Open Coding.
Groupings

Data

1. TRAINING SETTING
Before Training
Communications

1 CU and 1 CU FG
Managers communicated to employees before training - emailed course info
(1)
Managers communicated to employees before training - vILT sessions (1)
Manager gave heads up about training (FG 2)

During Training
Were you on-site or off-site?

On-site: 4 CUs total - F2F ILT: 1 CU (4) and vILT: 3 CUs (1, 2, 3)
Off-site: 1 CU mix of on and off-site

If on-site, were the trainees in a room together?

Yes - 3 CUs, In a single room with PCs for practice and large screen for
projected content
1 CU set up rooms in multiple locations for the vILT training session
1 CU trained 4 small groups of staff from 6 branches
Mix - 1 CU, Some trainees in branch conf rm and some at individual
workstations

If off-site, what was the setting?

1 CU - At-home office workstations

Was there anyone else in the room?

Yes - 3 CUs, In a single room with PCs for practice and large screen for
projected content: 3 CUs
Mix - 1 CU - Some trainees in branch conf rm and some at individua
workstations
No - 4 CUs, nothing outside of typical Webex technical issues
1 CU reported a good vILT experience

Were there technical difficulties during the training?

Asynchronous training

4 CUs participated in asynchronous elearning as part of the curriculum
1 CU trained ~250 tellers with a training video they created from the
elearning modules (in addition to the elearning modules assigned as
prerequisites)
1 CU reported they were new to vILT

Timing of training

2 CUs reporting training was too close to the conversion date

Misc. - Positive

1 CU vILT session they could only see the content and not the trainer

Misc. - Negative

Synchronous training video (created by CU trng dept.) for scale due to
resource constraints - they were not a good solution, not flexible enough for a
variety of roles at the CU who needed training
1 CU felt more training was needed before the conversion date
1 CU felt like they had to fake it like they were understanding
1 CU felt training would have been more effective if in person and with more
real-time assistance
1 CU reported a lack of hands-on environment negatively impacted the
training
1 CU felt like they were lost
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Table 1A (Continued)
Groupings

Data

After Training
Real-time assistance - trainers were on-call to assist
as needed. Led to quick issue/training resolution.

4 CUs (1, 2, 3, 4)

Misc. - Negative

1 CU - when asked for refresher, told to go to Momentum (1)

2. TRAINING APPLICATION
Positive Reponses (Reasons for Success)
Low complexity of training promoted ease of
applying skills
Follow-up calls w/PSCU trainer after conversion
were helpful - manager allowed/enabled access

4 CUs - all interviews and FGs reported

The CU provided internal follow-up training once
they knew how to apply it was helpful
Misc. - Positive

2 CU FG reported (same CU as above)

2 CU and 1 CU FG reported

1 CU - Able to apply most of what they learned (when trainer was
comfortable and competent) (4)
1 CU - Would like more thorough training on every possible situation that
can occur when live (1)
1 CU - Effective/competent trainer makes a big difference (3)
1 CU - Responsive trainer makes a big difference (3)
1 CU FG - Trainer was prepared, professional, and thorough (FG 2)

Negative Reponses (Barriers to Success)
training was too high-level

2 CUs

training was not job-specific

2 CUs and 1 CU FG reported this experience. Some additional notes:
Covered a lot of info that they did not need to learn
Cross-functional participant group
Participants shut down when trainer covered info they didn’t need to know
Participants received the same training as other groups regardless of role
Training was confusing when learning things they won’t be using

training application was difficult due to many options
associated with some tasks
training received was difficult when it was
complicated and a large shift in role/level of access
from previous system
amount of information expected to learn/being taught
is very high (e.g., drinking from firehose)

1 CU (4)

Lack of practice

1 CU FG
Lack of practice system (FG 2)
No system to test the functions before conversion go live date (FG 2)

Lack of time to digest content due to
proximity/timing too close to conversion

2 CUs
Lack of time to digest content due to proximity of training to conversion (4)
Had 1 week to learn a lot (amount of content to learn negatively impacted
training application) (1)

1 CU (4)

1 CU (4) and 1 CU FG (FG 2)

3. MANAGERIAL SUPPORT
Positive Responses
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Table 1A (Continued)
Groupings
Success approach/mindset

Data
3 CUs
Managers took a set for success approach (4)
Managers did everything they could to set the employees up for success (1)
Managers set employees up for success (3)
CEO and BOD set the tone for a supportive environment (3)

Planning and scheduling support

4 CUs
Trainees scheduled for sessions (1, 2, 3, 4)
Managers ensured staff had time to attend training (made it a priority) (4)
Managers planned ahead to ensure time for training (4)

Emotional support

1 CU - Managers helped employees with feelings (provided emotional
support when employees were frustrated) (4)

Assistance

4 CUs and 1 CU FG
Managers helped with new processes and skills learned (4)
Managers were involved in troubleshooting (1)
Manager talked through issues with employees (2 FG)
Managers took the employees questions and concerns (1, 2, 3, 4)
Managers clarified misunderstandings (1)

Encouragement

1 CU - Managers encouraged employees to work through issues (4)

Peer support encouraged

1 CU
Managers encouraged peer support (4)
Peers provided emotional support when dealing with frustrated callers and
when overwhelmed (4)

Communication

4 CUs - All scheuled their employees for the training and coordinated
w/trainers to a degree
Managers communicated to employees before training - emailed course info
(1)
Managers communicated to employees before training - vILT sessions (1)
1 CU
Managers created a supportive team environment (3)
Managers set expectations to help others who need assistance (3)

Team environment

Attended training

1 CU - Managers attended training and learned content (3)

Diversity

1 CU - Manager supports a diverse workforce (3)

Development

1 CU FG - Manager encourages personal and professional growth (2)

Negative Responses
Low manager support

1 CU
Low management support (contradicts FG response) (2)
Manager didn’t attend training (2)
Manager unable to answer questions (2)
Manager doesn’t provide reinforcement (2)
Branch managers not close enough to work (2)
No formal recognition (2)

manager didn’t formally recognize training
completion, participation, or application
managers not close enough to work to assist

1 CU FG (2)
1 CU FG (2)
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Table 1A (Continued)
Groupings

Data

4. JOB SUPPORT
Is gaining new information about ways to perform
work more effectively important in this credit union?

Yes - 3 CUs
Continuous process improvement is part of job (4)
Learning is expected in job (1)
Employees trade work and tasks daily to gain proficiency and learn (3)
No - 1 CU
No job support (2)
No learning culture (2)

Are job assignments designed to promote personal
development?

Yes - 3 CUs
Right people in the right roles (4)
Job responsibilities are to know the systems through learning (training is
mandatory) (1)
Monthly refresher training built into job for tellers and MSRs (1)
Employees are cross-trained to support all functions (3)
Professional development is built into job (3)

Is learning new ways of performing work valued in
this organization?

Yes - 1 CU - learning encouraged in job (4)
No - 1 CU - not valued to find new ways to perform work (2)

Do work assignments include opportunities to learn
new techniques and procedures for improving
performance?

Yes - 1 CU FG
Front-line branch employees are expected to take turns doing everything (2)
job expectations/responsibilities include cross-training (and learning
everything) (2)

5. ORGANIZATIONAL SUPPORT
Does a performance appraisal system exist that ties
financial rewards to the use of newly acquired skills?

Yes - 1 CU FG
Employees are asked to enter training they want to receive or feel is required
into their reviews (2)
No - 3 CUs and 1 CU FG
Pay not tied to acquisition of skills through training (4)
No direct monetary incentives related to training (2)
Learning not tied to pay (3)
Training/learning not included in performance reviews for what they received
and if they applied it (FG 2)

Does the organization provide the resources
necessary to acquire and use new knowledge and
skills?
Do rewards and incentives exist for acquiring and
using new knowledge and skills in one's job?

Yes - 3 CUs (1, 2, 4)
No - 1 CU - Lack of an organizational LMS (3)

Is OCM practiced when implementing new
applications and processes?

Yes - 1 CU and 1 CU FG (same credit union)
Tuition reimbursement program exists (2)
Badges are used to incentivize learning - recognized on performance
appraisals (2)

No - 1 CU FG
No current rewards or incentives for learning (2)

6. SERVICE CLIMATE
Service Climate

Yes - 2 CU and 1 CU FG (2)
Good service climate (1)
Credit union goes above and beyond for its members (FG 2)
Employees go above and beyond (1)
Premier service provider (3)
Employees feel the CU members can depend on them (FG 2)
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Table 1A (Continued)
Groupings

Service-oriented values

Data
One-team service environment (climate to serve) (3)
Big on member service (1)
Service climate motivates employees to learn (due to impact on others) (3)
No - 2 CUs
Figuring out what service means to them (2)
Sense of service is inconsistent (4)
Commitment to delivering great service is inconsistent (4)
1 CU and 1 CU FG
Cultural values drive service focus (FG 2)
service-oriented values (3)

Positive service-related feedback

1 CU
Receive positive service comments from other CU members at shared
branches (1)
Kudos to employees are an often/frequent occurrence (1)

Service Survey

1 CU
Quarterly service survey administered - accountable for results (3)

7. ORGANIZATIONAL COMMITMENT
External (to market and members)
Commitment to customers

1 CU
Employees committed to members (2)
CU and employees flexible for members (2)

Commitment to community

1 CU - Community service (2)

Survey

1 CU
NPS is a priority (4)
Improvement-centric on trends and topics when opportunities surface (4)

Internal (to CU and employees)
Commitment to employees

2 CUs and 1 CU FG
Integrity commitment in CU makes it easy to serve members (3)
CU does a lot for internal areas (2)
Employees are treated how the CU expects them to create its members (3)
Employees feel manager is committed to them (guidance, defense, able to
confide in) - drives commitment to their jobs (FG 2)
Employees feel very supported by management (FG 2)
Employees want to do the best for the company that they can - because CU
has done really nice things for them (this is reciprocal) (FG 2)

Commitment to credit union

2 CUs and 1 CU FG
Employees committed to CU (2)
Everyone wants to work at the CU (3)
Employees who leave want to return (3)
Employees feel CEO and senior leadership are committed to them - drives
commitment to the CU (FG 2)
Employees want to do the best for the company that they can - because CU
has done really nice things for them (FG 2)

Commitment to learning

1 CU
Training has evolved due to commitment environment over the years (3)
Employees are committed to learning - see quote on card from Justice FCU
(3)

Recognition

2 CUs
Senior leaders deliver service recognition (4)
10-year tenure Diamond Award - grew so big it had to be awarded at the
holiday party - drives commitment to stay at the CU (3)
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Table 1A (Continued)
Groupings

Data

Change

1 CU
Leadership accepts positive and negative for change opportunities (1)

Organizational Change Management

1 CU
Organizational Change Management is practiced but not very well (4)

8. IMPROVEMENT OPPORTUNITIES
Training Program

1 CU
Request for PSCU to build a holistic training program (2)

Reinforcing training

2 CUs and 1 CU FG
Implementing ways to reinforce learning (2)
Implementing ways to check in on trainees (2)
Managers need to check employees for understanding (4)
Managers can't perform tasks correctly and don’t grasp the information (not
able to model the new way) (4)
Managers need to highlight importance of training (due to potential high
impact to members) (4)
Filter down training to what the particular trainees need to perform in their
roles (FG 2)

Quality Assurance

1 CU
Managers unable to recognize accuracy (4)
Managers don’t check for quality (4)

9. ADDITIONAL THOUGHTS
Training resources

1 CU
Need a 'how to' handbook (2)
Need turn-key training for departments or roles (2)
Need tiered role training (for levels of expertise in role) (2)

Knowledge Base

1 CU
Credit union needs a knowledge base (2)
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